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EXECUTIVE SUMMARY 

The Bolivla PL 480 Title II program mvolves three Cooperatmg Sponsors (CS) the Adventist 
Development and Relief Agency (ADRA), Food for the Hungry International (FHl), and Project 
Concern International (PCI) It has four components agncultural production focused on 
technology transfer, marlung, farm infrastructure and mgatlon, maternal and chdd health (MCH) 
commumty water and sanitation, and food for educabon 

In Health, findings were that PC1 has developed good coff aboration wth the Mimstry of Health 
(MOH), PC1 also emphasizes the unportance of cornmumcation m the native language However, 
a good ~nformation system is not being used by the MOH or the community FHI has developed 
an excellent five-year intervention strategy coupled wth a sound cornmunlty education program, 
however, budget cuts have adversely affected FHI's MCH program ADRA has a good 
educational program b g  commumty health workers (CKWs) to the MOH, how these actmties 
vvllf contmue after ADRA leaves is unclear 

In Water and Sanitation, findmgs were that PC1 has two hndarnental weaknesses, lack of a 
strategc focus and low budget support FHI has a strong cadre of water staff and a very good 
product ADRA's actimties m W&S are small compared to other projects and recerve low budget 
support All three CSs are success%lIy promotmg MUage water commttees and t d s  One 
weakness is unfdianty with Bohvian norms of rural water system construction, another is that 
not much attention is bemg pad to the issue of sustamabhty In summary, FHI IS dehvermg a 
hgh quaky product PC1 and ADRA need to dedicate more budget, staff and longer presence m 
the cornmmty to Improve their W&S portfohos 

In Agriculture, findmgs were that a major strength of PC1 is its institutional collaboration, a 
weakness a operation and mamtenance of lmgation systems FHI's greatest strength is a five- 
phased approach to actiwties in each commumty and strong techcal staff, however, FHI appears 
to be relatwely less disposed to collaborate wth other m-tions One ADRA strength is a solid 
bass on commumty plans, another has been food-for-work actiwties, a weakness wolves 
infrastructure projects AU three CSs demonstrate weaknesses in marketing In summary, the 
agncultural segment of the DAP is fbndamentally sound Each CS has a drfferent approach, but 
all address the root causes of food lnsecunty 

In Food for Educat~on, there were not many program dflerences Warehouse management and 
food distribution take place rather smoothly and there were numerous comments that the ration 
could be mcreased The enwonmental damage of coolung the ration mth firewood m tree-scarce 
Bohma could be cons~derable Some schools serve the 'breakfast' at 1 1 30 wth good results In 
dmost every school m one grade or another, some negatwe factor is affectmg grls' enroIlment 
and, untd now, the CSs have not du-ected attention to thls Issue In summary, the EFE component 
is accomphshmg program goals overall, pis' enrollment and retention are up, and school 
desemon a down for both sexes 

Promulgatton of the Law of Public Participation has gwen the CSs more opportumty to mteract 
wth mumapal authonties, and good coordmation, mterchange and project fmancial support are 
bemg acheved All CSs are workmg to foster commumty participation and llnkages wth local 
mtutions Enwonmental awareness is growrng m each of the CSs 



The evaluation brought to hght a number of managenal issues Chef among them are the 
recommendations that semor leadershp in each CS travel with more frequency to the field, also, 
that each CS b e  an organtzational development consultant to help deal with issues of rap~d 
portfolio expansion Staff morale, work performance and 'burn out' are issues in several CSs, as 
are decentrahzation, disciplme, internal commumcation and human resource management 
Several comments are made regarding monetmtion and Call Forwards 

Key recommendations m HeaIth are that PC1 scale down to a hundred-or-so most needy 
commuruties for the duration of the DAP and h e  adhtional staff to work m them, and that it 
rnclude MOH auxhary nurses m trasmg events The ET recommends that FHI develop a 
stronger relabonshlp wth the local MOH and mclude auxlliary nurses m its t r m g  events, also 
that it increase its MCH field personnel For ADRA, the ET recommends that it hre  auxlliary 
nurses who know the language and remforce its t r m g  of CHWs and other volunteers 

Key recommendations m Water and San~tabon are generally s d a r  for PC1 and ADRA that 
each should assume fidl tecbcal  oversight for the completion of water systems and that hgh- 
qual~ty water system be built, budgeted at appromately $100 per capita For FHI, 
recomrnendat~ons are that ~t estabhsh a lugher threshold of households to be eligble for individual 
household taps and that it consider reducmg the number of water engmeermg staff on its payroll, 
to dedicate some of those resources to health A recommendation for all three is that each sub- 
contract out ~ t s  water operator t r m g  

Key recommendations m Agriculture are s d a r  for the three CSs that each h e  permanent staff 
wth formal t r m g  m marketmg, that each strengthen a market information system, and that 
each define wth the cornrnumty changes that should take place before the CS phases out 

Key recommendations m Food for Education for all three CSs are that each co-finance gas 
stoves for each school that does not have one, that the ratlon should be expanded to include 
lentlls two days a week, that each CS study what is happemg to gds' enrollment m selected 
schools, and that each CS drrect efforts to rmprove the eflectzveness of school education 

The B o h a  Title I1 program 1s achlevmg many of its objectives as demonstrated by an enhanced 
momtonng system Concentrating resources m areas of greatest poverty has brought sipficant 
mprovements m p r o g r m n g  lmpact It 1s also clear that the synergy onpally envisaged in the 
DAPs between health, water, agriculture and educabon is achevmg mportant goals 

One of the mdlrect outcomes of the md-term evaluat~on has been a shanng among CSs rarely 
acheved in Bolma Such s h m g  should not be a 'one-off' event, thus the evaluators warmly 
endorse the MCH program retreat to be held at the mtiative of USAIDA3 on July 5, 1999 
Several other events are recommended also Fmaily, the evaluators were unpressed wth  the 
USAID Mssion's abhty to focus on key management issues whde not mterfemg wth the day-to- 
day operabons of the Title 11 CSs Thls relationshp between partners has not been wdely seen m 
Latm Amenca and is clearly movlng m the right direction 



ABBREVIATIONS 

ADRA Advent~st Rehef and Development Agency 
A .  Acute Respuatory Infection 
CARITAS Cathollc Chanties of B o h a  (NGO) 
CAI Comte Local de Idormation- (mumcipal health revlew c o m t t e e )  
CERES Centro de Estudios de la Realidad Economca y Soclal de BoIivla (local NGO) 
CCC Commumty Coordmatlng Comrmttee 
CCZ Zonal Coordmatmg C o m t t e e  
CCH Chld & Communtty Health Project (expired) 
CHW Comrnumty Health Worker 
CS Cooperating Sponsor 
DAP Development Actiwty Proposal 
DesarrolIu Comunztarzo- Local NGO speciahzmg in commuruty promotion actlvltm 
DHS National Demographc and Health Survey 
ET Evaluahon Team (Sdhvan, Johnson, McIntyre and NGO staff accompanyng) 
FFE Food For Education component 
FEW Food For Work 
FHI Food for the Hungry, International 
GOB Government of B o h a  
IEC Information, Educatron, and Commumcat~on 
JICA Japanese International Cooperation Agency 
MCH Maternal and Chdd Health 
MOH mmstry of Health 
NGO Non-Governmental Orgmzatlon (used interchangeably wth  PVO, q v ) 
O&M Operations and Mantenance (m potable water and irrigation systems particularly) 
ORS Oral Rehydration Salts 
ORT Oral Rehydration Therapy 
PAA Prevtously Approved Act~vlty 
Persona jurzdzca --Bohwan Articles of legal incorporation 
PC1 Project Concern Internat~onal 
PDC GOB Commumty Development Program 
PM PL 480 Tltle II Monetuation Program 
PVO Pnvate Voluntary Orgamtion (see also NGO) 
RIG Re~onal  Inspector General 
SILOS S e ~ c i o  Local de Salud (local rnun~cipaVMOH health comt t ee )  
SNIS National Epidemolo~cal Survedance System 
TDA Techcally Defined Area (ADRA management umt) 
W&S Water and Smtat~on 
USAIDIB The Umted States Agency for International Development in Bolivla 



The evaluators would like to thank Larry Rubey, Angel Vasquez, Victor Hugo Mercado and 
Hernan Muiioz of USAID for their support m thls evaluation effort, as well as theu accompanymg 
the team on much of its travel 

The team is also gratekl to Dudley Conneely and Jorge Cueto of PCI, Alfiedo Fernandez and 
Mana Eugema Lopez of FHI, and Gunther Wallauer and Plinlo Vergara of ADRA for their work 
m preparaoon for ths  md-term evaluation The presentations given by each Cooperatlng Sponsor 
and the project documents provlded were helpfbl to the evaluators in getting a quick start on the 
evaluation 

The Evaluation Team would also hke to express our appreciation to the dedicated field staff of 
PCI, FWI and ADRA who accompamed the team on the site vlslts, sometimes on arduous field 
work, and to those who pa.rtxipated m the mter-agency teams for each program component We 
also express a debt of grat~tude to all those behmd the scenes who contributed to the smooth 
knchonmg of the dlfKcult log~stics operations of planmng and carrylng out mulbple travel 
schedules for up to 15 people It all went wonderfidly smoothly 

It is our hope that the shamg of expenences, knowledge and lessons learned dunng the field vlsits 
wdl be the begmng of a new phase of mter-agency collaboration and fhendshp whlch will result 
m the conmuous improvement of the quahty and effectiveness of each program We believe that 
the Title 11 B o h a  Program can not only surpass its goals, but also generate movative 
approaches to reduce food rnsecunty through the comblned efforts of all partners We applaud 
the openness and wdlmgness to learn from each Cooperatlng Sponsor, and the support prowded 
by USAlD that made th s  multi-mstitutlonal evaluation a reality 

Naturally, the opmons expressed in thls document reflect those of the Evaluation Team and do 
not necesdy  reflect the oprruons of USAID/ B or any one of the Cooperatmg Sponsors 



MID-TERM EVALUATION 
FY 1997-2001 BOLIVIA TITLE I1 

DEVELOPMENT ASSISTANCE PROGRAM 

Bolivla has wtnessed far-reachmg economc and social reforms since a fully democratic 
government was instituted m 1985 wth the election of Dr Victor Paz Estensoro as President 
Nonetheless, one of every three Bohwans stdl lives m extreme poveq w~thout sufficient incomes 
to assure themselves of a mmmally adequate dlet Fightmg poverty 1s attackmg the root cause of 
food lnsecunty 

Bohvia's Title II program dl reduce hlgh food msecunty and ~ t s  madestations at the household 
level through poverty allemtion by unprovmg the ava~labllity of food though Increases m 
agricultural productwty, enhancmg access to food by rasing household incomes through 
improved marketmg, mcreaslng long-term mcome e w g  potential though a reduction m school 
drop out rates, and lmpromg blologcal ut~llzat~on of food through integrated health, education, 
and water and smtaQon mterventions 

The PL 480 Title I1 program m Bohvla currently mvolves three Cooperating Sponsors (CS) the 
Adventist Development and Rellef Agency (ADRA), Food for the Hungry International (FHI), 
and Project Concern International (PCI), all lmplementmg five-year (FY 1997-2001) Development 
Assistance Projects P A P )  Ongmally there was a fourth Cooperating Sponsor, CANTAS, but 
that CS dropped fiom the program m FY 1998 A new CS, CARE, Ips been added ths  Fiscal 
Year 

The TitIe iI program has three fimdamental precepts 

0 A development rather than humamtanan assistance onentation The Title II program has 
evolved fi-om a pnmardy humamtanan assistance program delivering food, to a genume 
development program. Food and financial resources support commumty and mumcipal efforts 
to create opportumties for households to achleve sustamable mprovements m income and 
food secunty The combmation of food and non-food resources used for tramng, >ducation, 
techcal assistance and lnfrastructure estabhshes the foundation for sustamable development 

a Specific geographc focus in food-msecure areas The 1997-2001 DAPs, are geographically 
focused on areas of relatively greatest food msecunty as defined by a Canaga and Canaga 
poverty study m 1996 For the purposes of Title 11, USAlD/Boha defines food lnsecunty 
as ~nsuffic~ent avdabhty of food at the household level, msufficmt household income for 
market purchases of food, and madequate biologd utlllzatlon of food (due to poor health) 
such that f d y  members do not have an adequate diet Boha ' s  food lnsecure areas were 
identified m the Cmagas study usmg socioeconormc data to c l a s e  all provinces based on 
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exlsting level of food insecurity (very low, low, moderate, hgh and extreme) 

a Emphasis on sustamabihty Sustainability is the degree to whch interventions are carned out 
in ways that bu~ld the basis for continued progress and actions after the end of CS 
involvement The T~tle I1 program achleves sustamabhty by secunng the involvement and 
collaborat~on of mumcipahties, other local institutions and cornmumty partlclpants in all 
development activlties Project implementation requlres an mter-mstitutional agreement 
between the CS, the relevant mumcipal government and the local cornmumty, and each of the 
three must contribute to project actimties, either m cash, matenals or labor The Popular 
Participation Law of 1994 has greatly enhanced the sustamabllity of the program because for 
the first tune, rural and m d y  rndigenous populations have been gwen the political power and 
some financial resources to fUnd needed pubhc projects and semces By workmg through 
mumcipahties and o b t w g  counterpart contributions rangmg from 10 to 50 percent, the CSs 
are ensunng that local governments w111 be able to contmue slrmlar mterventions after CSs 
leave the area Actwe commumty participation and t r m n g  are also essential to sustambility 

The Title II program has four program elements 

An Agricultural Productivity component focused on technology transfer, marlung assistance 
(mcludmg rural access roads), f d y  farm lntiastructure (greenhouses and silos), and 
comrnumty rmcro-mgation % 

A Maternal and CMd Health (MCH) component whch mcludes mumzation carnpagns, the 
detectmn and treatment of diarrheal diseases, upper respiratory dections, the promsion of 
baslc medical services, growth momtormg of chddren below the age of five, monthly 
distnbubon of food ratlons to ehgble beneficiaries, and nutntion and health education 

A Comrnumty Water and Basic Samtation (W&S) component constructing comrnumty and 
farmly water systems, cornmumty sewage systems, latnnes and showers 

A Food-for-Education (FFE) component designed to meet a fimdamental prerequisite of 
economc growth and an educated, well-tramed labor force, by prowding mcentives for 
chddren to stay m school, and thereby expand their econormc opportumties 

Ths Mid-term Evaluation was a process evaluation and assessed each CS's program performance 
and chosen approach Spec&cally, the evaluation examed program performance dunng the fist 
two years of the DAPs, mcludmg actual mpact on target groups, the need for adjustments m 
program strategy and planned activlties, and the capacity to produce longer-term, development 
results whch d l  have a sustamable unpact on mcomes, health status and food secunty The 
complete Scope of Work of the evaluation 1s attached as Appendur A 
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METHODOLOGY 

The Boliwa Title I1 Md-term Evaluation was conducted by an Evaluation Team (ET) of three 
expatnate consultants dunng a four week penod fiom June 6 to July 3, 1999 Curricula of two of 
the team members are attached at Appendix I3 The team spent its first week in La Paz, 
d e ~  eloplng a team work plan and mterview instruments, and conducting imtial i n t e ~ e w s  with the 
three NGOs and wth USAID/B Weeks Two and Three were spent in heavy field travel, 
descnbed below Week Four was spent in the preparation of t h s  report 

Team Planrung Meeting 

A team p l m g  process adapted a step-by-step approach developed by WASH that allows team 
members to understand and shape the final product These steps were (1) Introduction to the 
program, (2) Bstory of the grants and current status, (3) Chef chents for the report, (4) Scope of 
Work, (5) The End product of the review, (6)  Introduction of team members, (7) Developing a 
work plan, (8) Developing mstruments, (9) Admstrative and tnp planntng detarls 

Revlew of Documents 

Numerous documents were rewewed Key among them were each Cooperatmg Sponsor's 
Development Activity ProposaI (DM), FY '98 Annual Results Reports, FY '99 Annual Plan 
(PAA) and other project documentation In addition, several regonal offices prepared bnefing 
papers to assist the team's understanding of the project The complete hst is rncluded in the 
Bibhography 

Interviews 

O ~ e r  two hundred internews were conducted dunng the evaluation Chef groups Internewed 
were seaor leadershp of the three NGOs, USAIDBoliwa staff, NGO field personnel including 
agronormsts, engineers, health personnel, and commumty promoters, and a large number of 
commumty members Some rntervlews were conducted one-on-one for apprownately one to two 
hours, others were conducted m groups and lasted approxmately one hour Focus groups wth 
nurse auxhanes (male and female), wllage women, farmers and project participants usually took 
about two hours Appendx G hsts most interviewees 

Field Travel 

A demandmg field travel schedule was prepared m order to gwe the ET sufficient exposure to 
each CSys field operations Fourteen days of field travel took place, wth  one day of rest half way 
through The complete travel schedule is attached as Appendix C Field-tnp mtemew 
instruments were prepared beforehand and are attached as Appendix H In ths  gruehng travel, 
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colleague professionals fiom each of the CSs as well as USAIDE3 staff accompamed the three ET 
members m their separate travels, and contnbuted greatly to the ET's bemg able to understand 
and appreaate the nuances of complex techcal  issues As will be noted at the end of t h s  
document, one of the most positive effects of the md-term Evaluation-- though perhaps an 
unanticipated one-- may be the growth of carnaradene among NGO techclans of different 
orgaruzations, a sense of common purpose and vlslon, and a new wllingness to share inst~tutional 
l emng among the three 

Bnehg Workshop 

A bnefing workshop was held on July 1 for semor management of the three CSs and techcal 
staff USAID43 also participated The purpose of the workshop was to share the draft report 
and to sohclt feedback The full text of the draft document (in Enghsh) had been distnbuted to 
USAIDE3 and CSs the night before the workshop, and worlang papers (m Spmsh) wth key 
conclusions and recommendations were distnbuted to workshop parkipants to facihtate the 
interchange 

Flnal Report 

The h a l  report was prepared based on input recelved as a result of the briefing workshop and 
subsequent comments recelved by e-mad 
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3.0 IUCSULTS SECTION 

3.1 MATERNAL AM) CHILD HEALTH 

3 1 1 GeneralProblem Statement 

Food insecurity is a senous problem in the rural areas of most Bolivian provlnces, where 
inhabitants are unable to meet their nutntional requirements due to poor agncultural production, 
low per caplta income, geographc isolation, lack of basic services and limted knowledge and 
practice regarding health and nutntlon Indicators that measure the capacity of a country to meet 
the nutnt~onal needs of the population lnclude Infant mortahty, chron~c malnutntion, maternal 
mortality and low birth weight 

Infant and maternal mortahty rates in B o h a  are among the hghest in Latin Amenca The 1998 
DHS estimates infant mortdity at 67 per 1,000 hve births, nsing to 90 per 1,000 m rural areas 
Maternal mortahty rates are htgh, estltnated at an alarmmg 563 per 100,000 h e  blrths for rural 
areas and 262 for the urban populabon (1994 DHS) The chef causes of &ant rnortahty are 
diarrhea and acute resplratory mfections complicated by malnutntion 

According to the 1998 DHS, chromc malnutntion for Bol~vian chldren under three years of age (- 
2 SD height-for-age) is estimated at 26 5% for the country and nses to 35 6% m rural areas in 
Potosi where many of the poorest provmces are located almost half (49 2%) of all chtldren under 
3 suffer fiom chromc malnutntion Some 13 3% of Bolivlan chldren have global malnutntion (-2 
SD weight-for-age), whde only 1 6% suffer fiom acute malnutntion (-2 SD we~ght-for-height) 

Preventive health servlces are prowded by the Mmstry of Health and NGOs worhng among the 
most needy population However, a large segment of the population does not receive these 
semces due to cultural and geographc barners and the limted capacity of the public and pnvate 
sector to reach dispersed rural populations According to the 1998 DHS, only 26% of women 
received two or more doses of tetanus toxoid vaccine, and 30% rece~ved no prenatal care, 46 7% 
in rural areas Regardmg unmumtion coverage, only 25% of chldren age 12-23 months have 
received the complete vaccrnation schedule 

The 1998 DHS estimates the two-week prevalence of diarrhea and acute resplratory mfect~ons 
( A N )  for chddren under three years of age at 24 8 and 25 8 respectively Diarrhea was treated 
with ORS packets or home rmx m 47 6% of the cases, and 47 2% of the ARI cases were referred 
to a health semce provlder The 1998 DHS ind~cate that the average duratlon of exclusive 
breastfeedrng is 2 3 months, and the duratlon of breastfeeding is only 17 5 months, both well 
below the recommended duration 

The three CSs have included specfic objectives and strateges in thew DAPs to Integrate 
supplemental feeding wth health education programs and provlsion of preventwe semces to 
unprove food secunty m the poorest provlnces of Bohvia 
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3 1 2 General Objectives and Strategy 

The objective for the Maternal Infant Health Component IS to improve the health and nutntion of 
chldren under 5 years of age and pregnant and lactating women by complementing their diet 
wth a monthly food ration and provld~ng pnmary health care and comrnumty health education 
Each CS unplements a number of inte~entions as part of ~ t s  MCH program growth momtonng 
and nutntion, control of diarrheal diseases and respiratory mfections, imrnumatlons, de-womg,  
breastfeedmg promotion, pre- and post-natal care, clean births and, in some cases, f m l y  
plamng The slze of the food ration has been standarhd among the CSs Malnounshed 
chldren under five and pregnant and lactating women are ehgible to receive 9 kg each per month 
Followng is a summary of the overall objective and strategy of each CS 

Project Concern International seeks to reduce malnutntm among chldren under five years of age 
and to reduce the number of newborns with low buth weight PC1 implements the maternal cMd 
health program m an average of 250 commumties per year in the Cochabarnba and Potosi regons, 
targeting chldren under 5 years of age and pregnant women All chldren under five years and all 
pregnant and lactatmg women are ehgble to receive a ration each dunng a 12 month penod PC1 
plans to serve 35,000 chddren and 14,000 women dumg the Life of Project 

Food for the Hungry International's principal program objective is to decrease morbidity and 
malnutnt~on of chddren under five years through education, tramng and growth momtonng 
combined with the provlsion of food FHI c m e s  out achwties in three components--cMd 
sumval, maternal health and nutntlon education MCH rnterventions are implemented m each 
commumty for a five-year penod Only chddren wth low weight for age (-1 SD) recelve a food 
ration for a penod of 6 months, wth the option to contlnue for an addit~onal SIX months lf the 
chdd continues to be malnounshed Pregnant women are ehgble to receive a ration for a penod 
of up to 15 months, the rune months of pregnancy and SLX months of lactat~on Long-term change 
In knowledge, attitudes and practices is sought through health and nutrition educat~on directed to 
three groups 1) cornmunlty health workers, 2) traditional birth attendants, and 3) women and 
men in general FHI wdl reach 8,655 women age 15-49 and 7,505 chldren age 0-59 months 
dumg the five years 

ADRA's MCH program focuses on pnmary health tranmg and the provlsion of basic preventive 
services ADRA field personnel provlde these services and coordmate wth the MOH to recelve 
ORS packets, vaccmes, Vitamm A, and ferrous sulfate ADRA provldes equipment and basx 
supphes for MCH centers m strategc locations, and purchases basic medicmes as needed The 
physrcal ~nfrastructure is either bullt by ADRA or lent to the MCH program by the rnumcipahty 
ADRA unplements the MCH program for 30 months m each cornmumty, after whch tlme the 
MCH centers are ceded to the cornmumties to promote sustamability ADRA lmplements three 
educational programs 1) nutntion and growth momtomg, 2) health promotion and early 
chldhood development, and 3) family life and home economcs ADRA plans to reach 20,400 
chldren under five and 10,200 mothers dunng the LOP 
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3 1 3 Summary of Data by Cooperatmg Sponsor 

3 1 3 1 PC1 Summary of Data 

The followng table shows progress toward selected project objectives, as measured by PCI's 
momtonng system (See Appenduc E for a complete set of mdicators, targets and annual results ) 

'ABLE ONE* PC1 MCH PERFORMANCE INDICATORS 
I I 

INDICATOR 

% of chddren under 2 years of age m growth mmtonng program who 
gamed weight m the last 3 months 

BASELINE 
199647 

% of cudren age 24-60 months wth chromc malnutnhon 
Males 
Females 

29 0 

% of chldren under 1 year of age receivmg thlrd dose of DPTItotai 
number of chldren receivmg at least one dose of DPT (conhnulty) 

TARGET 
1998 

N/A 
N/A 

% of mfants less than 6 months who were breastfed exclusively dunng 
the last 24 hours 

RESULTS 
1998 

80 0 

8 0 

% of cudren under 5 years of age wth harrhea m the last 2 weeks 
who were treated wth ORT or mcreased flmds 

PC1 shows progress In the above indicators m reference to baseline data, however it is short of its 
targets m nutntion, irnmumzation and pre-natal care In order to reach its arnb~tious DAP targets 
mentioned above, 35,000 chddren and 14,000 women, PC1 has adopted a methodology that takes 
it to different comrnumt~es every year A concern wlth comparmg yearly results wth basehe 
data IS that there is httle or no contlnulty In reporting such numbers Also, due to problems wth 
the Calls Forward, PC1 was not able to d~stnbute food for six months dumg 1998 Th~s fact, 
coupled wth the short durat~on of PC1 MCH interventions (12 months), could be reasons for the 
lack of unprovement in chroruc malnutntion PCI's twelve-month lntervent~on penod makes it 
ddlicult to do follow-up of chddren for the DPT contlnulty mdicator, and to prowde on-going 
education for mothers and achleve behamor change regarding pre-natal vislts 

67 0 

480 
51 0 

27 0 

% of pregnant women who make pre-natal visits who have at least one 
visit before the 5th month of pregnancy 

3 1 3 2 FHJ Summary of Data 

46 0 
51 0 

800 

10 0 

The followng table shows progress toward selected project object~ves, as measured by FHTs 
momtonng system 

53 0 

69 0 

15 0 

Bohma Title-TI Mid Term Evaluation Page 7 

67 0 

400 72 0 

67 0 45 0 



TABLE TWO FBI MCH PERFORMANCE INDICATORS 
C I I 

INDICATOR 

% of chldren under 2 years of age m grouth momtonng program who 
gamed weight m the last 3 months 

BASELINE 
199617 

I 

75 0 

% of chldren under 1 year of age receiving t h d  dose of DPTltotal 
number of children recelvlng at least one dose of DPT (contmuity) 

TARGET 
1998 

% of chldren age 24-60 months with c h m c  malnutnhon 
Males 
Females 

% of mfants less than 6 months who were breastfed exclusively dunng 
the last 24 hours 

RESULTS 
1998 

78 0 

33 0 

% of chldren under 5 years of age wth &arrhea m the last 2 weeks 
who were treated wth ORT or mcreased fluds 

Regarding FHI's progress toward 1998 targets, it is important to note that the increase in the level 
of poverty also affected chddren's nutritional status, in spite of program efforts to rehabilrtate 
malnourished chldren A marked decrease m agricultural production was seen In the entlre Potosi 
area as a result of the El Niiio drought, whch may have augmented the dilution of food wthn  the 
farmly Chromc malnutrition reached a hgh of 69% in chddren in the severely-affected Potosi 
area Results for the other indicators show the effectiveness of the MCH program, as 
immunizations, exclusive breastfeedmg, and use of ORS for diarrhea cases have increased, and 
pre-natal wsits have improved dramatically in companson to the baseline 

72 0 

54 0 
51 0 

27 0 

% of pregnant women who make pre-natal vlsits v&o have at least one 
w i t  before the 5th month of pregnancy 

3 1 3 3 ADRA Summary of Data 

62 0 

37 0 

The followng table shows progress toward selected objectives, as measured by ADRA's 
momtonng system (See Appendu E for a complete set of mdicators and annual targets and 

38 0 
38 0 

75 0 

50 0 

18 0 

results ) 

TABLE THREE ADRA MCH PERFORMANCE INDICATORS 

35 0 
43 0 

69 0 

81 0 91 0 

40 0 50 0 

INDICATOR 

% of chldren age 24-60 months wth  chromc malnulnbon 
Males I NIA 

BASELINE 
199617 

% of chldren under 2 years of age m growth momtonng program who 
gamed weight m the last 3 months 

TARGET 
1998 

52 0 23 0 
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I Females 

% of chlldren under 1 year of age rece~\mg h d  dose of DPTItotal 
number of cluldren receiving at least one dose of DPT (contmuity) 

% of mfants less than 6 months who were breastfed exclusively dunng 
the last 24 hours 

N/A 1 38 0 

% of chddren under 5 years of age w ~ t h  diarrhea m the last 2 weeks 
who were treated w t h  ORT or mcreased flulds 

ADRA shows improvement m the above indicators m relation to basehne data ADRA attnbutes 
progress m the nutrition mdmtors to its intensive educaoonal program wth weekly 2 5 hour 
sessions whlch include pract~cal cookmg demonstrations and topics on food combination for both 
locally and donated food, as well as modules on the three food groups The MOH did not 
prowde ADRA with sufficient ORS packets or vaccmes dumg 1998, whch was a factor m 
ADRA's not reachng its targets for treatment of diarrhea and immumzations ADRA reports that 
cultural bamers continue to be a deterrent to women seelung pre-natal care 

41 0 

68 0 

23 0 

% of pregnant women who make pre-natal visits who have at least one 
vlsit before the 5th month of pregnancy 

3 1 4 Fmdmgs by Cooperatmg Sponsor 

9 0 

3 1 4 1 PC1 Fmdmgs 

19 0 

68 0 

- 

31 0 

Since the approval of the DAP m 1997, the PC1 Title II program has changed sigmficantly The 
biggest change in PCI's MCH program was the expansion as of Octobes 1998, into mne new 
provlnces that were premously covered by CARITAS The new target area includes thrteen 
provlnces wth a population of 538,940, almost five times the size of the onpally proposed 
population 

53 0 

66 0 

65 0 

In the Department of Cochabamba, the ET made field wsits to ten cornmumties representing five 
of the thuteen provinces where PC1 works In seven of the communities, PC1 was currently 
~mplementmg the MCH program, and in three, PC1 had fimshed actiwties in October 1998 
Interviews were held wth five health service providers including the regonal and distnct 
directors, and the mayor of Sacabarnba Appromately three hundred mothers participated in ten 
group discussions Internews were held wth twenty-one Cornmumty Health Workers (CHWs) 
and fourteen commumty leaders 

55 0 

58 0 

In Cochabamba, PC1 has four supervisory staE(two physicians, a nurse and a nutntiomst), each 
of whom is assigned a specdic geographcal area Twelve health facilitators (auxiliary nurses) 
cover 12-14 commumties each and report to theu respechve supemsors The ET observed great 
dedication among the health fadtators, however they face more challenges than can reasonably 
be surmounted Last year's commumoes contmue to make requests for preventwe semces and 

41 0 

- 
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education, the number of current cornmumties per facihtator is too large, and log~stic support is 
not optimal The facilitators use old motorcycles that often are in the shop for repars 

PC1 signs agreements with cornmumty orgamations, mmcipal governments, and the Mmstry of 
Health to detemne the roIe of each party in the MCH program The MOH contnbutes 
vaccinations and chdd health cards and prowdes referral servlces at 'sector' and 'area' health 
services PC1 health facilitators momtor chldren's gromth and prowde vaccinations and education 
in target cornmumties The health facilitators work dlrectly wth the area hospital The field vlsits 
confirmed excellent worlung relationshps between PC1 and the MOH 

Cornmumty education and basic health semces are provlded by volunteer commumty health 
workers (CKWs) PC1 prowdes imtlal t r m g  for p u p s  of volunteers, and the health facll~tator 
is responsible for on-gong t r m g  m the cornmumtles The health facilitators vlsited did not have 
educational matenal on hand, nor does PC1 have a physical space in each cornmumty to place 
educational matenals The fachtators also mdicated that time for educat~onal activlties is mmmal 
due to the large number of comrnumtles to be reached and the dutles of weighmg babies, gvmg 
vaccmes (either alone or m conjunction wth the MOH nurse) and &g out forms for the 
information system 

Great dlspmty was observed among twenty-one CHWs regardmg knowledge of health messages, 
danger signs for pneumoma and diarrhea, and referral procedures In the areas where CARITAS 
and/or CCH had been active and the CKWs were lrnked to a health servlce, a hgh level of 
knowledge was seen (See questionnaxe in Appendm H) CHWs with one year or less of trammg 
had d~fficulty answemg the questions and showed confusion regardmg the proper use of 
paracetamol and cotmoxazol for the treatment of pneumoma 

Mothers in communities wth previously tramed, active CHWs and closely connected to health 
centers showed greater knowledge than those in more &stant areas or where the CHWs were 
elther new or lnactive In all mothers' groups, food donations appeared to be the key motivation 
for participation Few mothers who did not receive food attended the meetings The three 
mothers' groups that are not part of the FY 1999 program requested that food donations be 
continued, and that the PC1 fachtator or the MOH auxhary nurse vlsit periodically to prowde 
education, vaccmations and growth momtoring In two of the cornrnumt~es, the MOH nurse wdl 
take over, and m the other no support wdl be prowded by the MOH 

3 1 4 2 FHI Findmgs 

FHI wll cover three project zones between 1994 and 2006 in the departments of La Paz, 
Cochabamba and Potosi Approximately 8,655 women age 15-49 and 7,505 ch~ldren w11 benefit 
from MCH activlties dumg a five-year penod under the Title I1 program FHI is currently s e m g  
99 rural cornmumties m Cochabamba and Potosi and La Paz Cluldren targeted to receive food 
rations ~ncreased thls year, as FHI decided to provlde food for all chddren whose weight for age is 
-1 SD, rather than only cMdren wth -2 SD weight for age FHI health personnel include a 
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national program manager, three regional supemsors and seven health facilitators Due to budget 
cutbacks, the MCH program suffered a 30% reduction In staff m 1999, whlle the target 
population was reduced only by 2 8% 

Field wsits were made to ten commumties, four in Cochabamba and six in Potosi Interviews were 
held with SIX health semce prowders and the mayor of the mumcipality of Ravelo, Potosi 
Approximately 180 women and 30 men participated in 1 ten group discussions Interviews were 
held with thlrteen CHWs and six commumty leaders 

Observations dunng the site wsits revealed good cornmunlty orgwation in health FHI helps the 
commumty build a commumty health center where pnmary care activlties and education take 
place There is a chart on the wall showing an annual calendar of actiwbes by month and 
person/group responsible for each actimty The FHt health facditator prepares the chart that is 
then managed by the CHWs and mothers to guide thelr activlties The MOH maternal health card 
and the nutntion surveillance form have been reproduced m poster sue and placed m each center 
These matenals help CHWs and mothers understand nutritional charting and the use of the 

growth card Also placed on the wall is a large annual health information poster The poster 
shows all women and chldren in the commuruty who are enrolled in the MCH program Color 
codes are used to denote whch chddren have received the complete vaccination schedule, what 
weight-for-age group they are m and whether they had diarrhea or a respiratory infection in any 
gven month Infornabon is presented for each woman regarding tetanus toxoid vaccine, pre- 
natal and post-natal care, pregnancy and lactation 

In the Potosi area, cornrnumty leaders and men m general are aware of and support health 
activlties Most CHWs are men and belong to a CHW association One cornrnumty leader sald 
"The women have awakened before they didn't talk, and now they do " The majonty of CHWs 
who had been active for a year or more showed adequate knowledge of educational messages, 
danger signs and treatment procedures for diarrhea and pneumoma 

Mothers' groups m Potosi and Cochabamba were able to explam correctly the health behawors 
recommended by the FHI facilitator and the CHWs The men who were present dunng the group 
internews mdicated that their wives are practicing new behawors, especially hygiene in the home 
Traditional birth attendants, women and ther husbands are tramed to use a clean-birthng luts 
Some husbands explamed their use of the clean birth lut dunng a recent home delivery 

In Cochabamba, coordmation between the FHI health fachtator, CHWs and schoolteachers took 
place The FHI facditator gave health talks to schooIchddren, and the teachers supported the 
CHWs in the monthly mothers meeting 

Interwews wth MOH health providers mdicated that FHI presents mformation to the auxrliary 
nurse that is included m the SNIS (national health mfomation system), FHI personnel also 
pmcipate m the area CAI (mformation analysis comrmttee) Coordination and agreements take 
place mady at the district and area levels, rather than the regonal level 
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Coordination is especially good in the mumcipality of Ravelo, where the mayor 1s very receptive 
to assigmng resources for health A considerable sum has already been allocated to the hospital 
for the Basic Health Insurance Plan Reports are not prowded to the mumcipahty regarding 
health activities undertaken by commumtles, health semces or NGOs in the mmcipabty 

3 1 4 3 ADRA Fmdmgs 

ADRA implements its MCH program in the departments of La Paz and Chuquisaca To do so, 
ADRA negotiated and slgned a project contract (convenio) wth the Mmstry of Health at the 
national level and the Distnct level, wth  mumcipalities, and wth the D~stnct local health semces 
In 1998 ADRA unplemented activlbes at MCH centen in 100 rural commumties and 107 pen- 

urban areas of El Alto City, Viacha and Carmago ADRA defines geographd areas by 
population of 2,000 (8-10 commumbes), and th s  umt is called a TDA (techcally defined area) 
In the Chuquisaca regon ws~ted by the ET, there are eight TDAs whlch are served by a health 
coordinator, eight field techclans (d physicians or regstered nurses), two home economcs 
promoter and two early cMdhood development techclans Observations dunng the field msits 
Indicate that the health personnel have excellent logstical support and the number of cornrnumties 
per techclan is manageable 

The ET vlsited SIX cornrnumties, the Carnargo Distnct Hospital, the San Lucas Area Hospital and 
the San Lucas mayor's office Three mumcipal officials were l n t e~ewed  lncludmg the mayor, 
and six health service prowders ~ncludrng the distnct dlrector Approximately 180 women and 30 
men participated in group d~scussions Interviews were held wth eight cornrnumty leaders, 
sixteen CHWs, eleven home econormcs promoters and thrteen early chddhood development 
promoters 

The CHWs tramed by ADRA are lurked to the local health system and carry a credential issued by 
the hospital that gives them status m the comrnuntty and allows them to receive free health care 
Many of the CHWs lntemewed were newly tramed by ADRA and had some difficulty regarding 
identificat~on of danger signs for dehydration and pneumonia and correct use of basic medicmes 
for chlldren wth respiratory infections The CHWs had received food ratrons dunng the first year 
of project lmplementat~on as compensation for their work and were adapting to the new r e p e n  
of purely volunteer work ADRA has some exceptional CHWs who were well grounded in basic 
health education messages, danger signs and treatment procedures One CHW studies the book 
"Where There Is No Doctor" m hls free time and is very motwated 

The majonty of the participants m the mothers' groups interwewed receive a food rabon, either 
for themselves or their chddren General knowledge of the basic educational messages was 
ewdent dunng the interwews, however the level of responses vaned cons~derably between groups 
and withn groups, dependmg on how long each person had participated in the group and her level 
of interest Some of the mothers learn how to gve  educational talks and participate m the 
weighmg of babies Once a mother "graduates" fiom the program, she no longer attends, as a 
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result, there are many farmlies in each commumty who do not benefit fiom the MCH program 

The groups meet once a week and receive three 45 m u t e  classes on nutntion and health, early 
chldhood development and home econormcs Chddren participate in early stimulation activ~tles 
that emphasize expression of love and canng, and intellectual, psychomotor and social 
development The home economcs module includes topics on hygiene and samtation, nutntion, 
money management, alcoholism, cornmumcation slulls w thn  the farmly, and roles of farmly 
members Both mothers and commumty leaders indicated improved farmly relationshps and 
treatment of chldren due to the home economcs module Many mothers sad "Men are now 
starting to learn " 

3 1 5 Strengths and Weaknesses by Cooperatrng Sponsor 

3 1 5 1 PC1 Strengths and Weaknesses 

Strengths 

1 PC1 has developed an excellent collaborative relationshp wth the MOH Agreements are 
made with MOH area health centers to assure the contmuity of services to mothers who are 
enrolled m the MCH program The close relationship between the PC1 health facilitator and the 
MOH auxdiary nurse at the health post provides motivation for MOH staffto participate in MCH 
actiwties, and serves as on-the-lob t r m n g  for the auxhary nurse In areas where CHWs receive 
supervision and on-going tramng at the area hospital, the mothers groups also continue to 
function, assisted by the CHW 

2 PC1 emphasizes the importance of commumcatlon m the native language to improve health 
education and has published a manual that presents local phrases used to descnbe different 
dlnesses PC1 has also done an ethnographc study that mdicates how health workers can best 
Interact wth indigenous people A culturally appropnate protocol 1s bemg developed for use by 
health service promders to reduce barners between ma1 commumties and modern medical care- 
gvers 

Weaknesses 

1 In many commumties, there is frequent desertion of CHWs, due to rmgratlon or marnage 
One year is not enough tlme to successfblly tram new CHWs, especially lf the assumption is that 
these volunteers wll be largely responsible for educatmg mothers and famhes In areas where 
MOH presence is weak, the departure of PC1 from the commumty often results in inactivity on 
behalf of the CHW, who no longer receives supemsion from PC1 or the MOH 

2 The PC1 health fachtators spend much tune collecttng lnformat~on and prepmng In addition, 
many of these actlwties duphcate the work the MOH should be domg There is not tlme for home 
vlsits to see how mothers are applyng the mformation they have received, nor is there time to 
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conduct participatory education activities The fact that each facilitator has to cover 12 to 14 
cornmumties means llrmted time per cornmuruty per month, especially where cornrnuruties are 
dispersed 

3 Although PC1 has done some work on adapting educational messages to local culture and 
language, there 1s no hnctiomng mformation, education, and commu~ucation program m place 
There is no physical space such as an commumty meeting room where educational act~vlties can 
take place or matends can be placed on the wall for use by cornmurun members and CHWs 

4 PC1 does a census m each cornmuruty and has developed a good information system, however 
the information is not being used by the MOH or the commumty to analyze health data and take 
decisions 

3 1 5 2 FHI Strengths and Weaknesses 

1 The five-year intervention strategy implemented by FHI coupled wth a sound comrnumty 
education program that includes all commumty members, shows good sustamabihty potential 
The existence of a commumty health center provides a place for women and men to learn about 
and analyze health lnfonnation The health mformation poster assists comrnumty members to 
understand the health status of chddren and mothers, and to take responsibility for preventive 
heaIth actiwties 

2 FI-II generally implements all four Title I1 components (health, water, apculture and food-for- 
education) m each commumty The synergistic effects of xnprovemerrts in agricultural 
production, water and samtation and the increased knowledge and practice of preventive health 
behaviors m a gven commumty can contribute sigmficantly to lmpromg food secunty and 
sustainabhty 

Weaknesses 

1 Budget cuts m FHI have adversely affected the MCH program Although FHl[ has prepared an 
educational strategy wth a set of matenals that have been fieid tested and vahdated, these are not 
being used due to lack of knds for reproduction Staff reduction has caused FHI field staff to be 
spread too thm, whch may jeopardue program quahty, and lack of adequate transportation 
hrther increases the work-load m some areas 

2 Although FHI field staff coordinate with MOH serwces, a close worlung relationshp between 
the two does not enst regardmg joint t r a m g  and educational actiwtm, supemsion of CHWs, 
and analys~s of information wth shared planning and decision malung. A strong relationshp 
between the cornm~~flty and MOH semces is essential fFKT is to transfer program actiwties to 
local partners at the end of the project 
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3 1 5 3 ADRA Strengths and Weaknesses 

Strengths 

1 ADRA has a good educational program ADRA has developed a flip chart for each topic and 
the facdltators prepare posters that are placed on the wall Smce ADRA has a MCH meeting 
room in each cornrnuruty whch fac~litates educational actiwties and the presentation of matenals 
The inclusion of early childhood development education and home economcs has greatly 
strengthened the health education program ADRA beheves that malnutntion begins m the family, 
and as the f m l y  is educated and behawor change takes place, food secunty d be enhanced 
Comrnumty promoters also make home v~sits on a three-month schedule to fkther remforce the 
messages 

2 By ldang the CHWs to MOH health services, ADRA is strengthemng the sustamab~lity 
potential for these comrnunlty human resources ADRA IS also coord~nating wth the San Lucas 
area hospital to support penodic supervlsron and tramng meetings between the MOH auxtllary 
nurse and the CHWs in hdher junsdlction 

Weaknesses 

1 By and large, only women who receive a food ration attend the weekly educatlond meetings, 
and other mothers and comrnuruty members are not mcluded ADRA plans to host a comrnuruty 
educatlon meetmg once a month to prowde educatlon However, it is not clear how these 
activlt~es wll be sustamed after ADRA leaves It wdl be Important for ADRA to prowde follow- 
up dumg the remainder of the five-year program ln order to lnstlll in the mothers the practice and 
habit of comng together regularly to discuss health and nutntion subjects 

2 ADRA's approach is "hands on" and is effectwe regarding coverage of interventions 
However, although women fiom the mothers' groups learn to perform some activltles on their 
own, work on group self orgatllzatlon and motivation are required to keep the impetus going once 
ADRA leaves the comrnuruty 

3 2 WATER AND SANITATION 

3 2 1 General Problem Statement 

Development literature IS unequivocal that access to clean water and adequate disposal of human 
excreta are cntical to lmprowlg health By reducing the prevalence of acute diarrhea, water and 
samtation (W&S) have a duect and almost unparalleled influence on the b~ological uthzation of 
food Reduction of dlarrhea is even more effective rf comb~ned wth hygene education Access 
to water and samtation also have mdlrect effects in non-health areas havmg water nearby reduces 
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the tune the mother spends to collect it, thereby gwng her more time to devote to coolung, 
household hygene and the care of her children ' 
Sigmficant public health gans accrue m water Chdd mortality in Honduras is significantly lower 
in households wth potable water taps on the property (44 per 1000) than in households wthout 
them (70 per 1000) The difference 1s entrrely for chldren in the 1 month to 4 year-old range, 
where the rnajonty of chld deaths nationwde are attributed to diarrhea In the post-neonatal 
penod, the nsk of death is 1 9 tlmes hgher for 1-4 year-olds and 2 3 times hgher in homes 
without potable water on the premses 

Data on the current coverage of water and sarutation m Bolivla are somewhat old, 1992 figures, 
but are the most reliable source of informat~on The Inst~tute of National Statistics (INE) reports 
that 81% of the urban area has access to water and 63% to sarutation In the rural area, the 
figures are a lwng ly  different only 19% of households have access to water and 17% to 
samtatlon3, mdlcating that the need for W&S is great m the rural areas 

The three NGO DAPs clearly address t h s  need PCI's DAP proposed to construct 3 15 potable 
water and f d y  Iatme systems benefitrng nearly 10,000 f a d e s  FHI's DAP proposed to 
construct 289 community water and latme systems benefiting 31,500 farmltes ADRAYs DAP 
called for constructing 120,000 meters of potable water piping, 60,000 meters of sewage lmes and 
14,450 latnnes 

3 2 2 General Objective and Strateges 

The general objective of the three CSs is simlar to Increase the coverage of potable water and 
samtation m the poorest areas The synergy between water and health is clearly recopzed by all 
three However, the strateges and resources that each CS devotes to the sector are sigmficantly 
different 

As seen in the prevlous chapter, PC1 has a 'floating' health component that works in a set of 
vlllages for a 12-month penod and then moves on to another set of villages W&S actiwties are 
meant to support the health component However slnce PCI's health component moves out of a 
gven ullage at the end of a year's activltles, W&S actrvlties must take place in a compressed 
wmdow of opportunity if W&S/health synergsm is to be acheved Because of ambitious annual 
targets, ths  is fiequently not possible, meamng that PCI's W&S construction is frequently bullt m 

1 In a md-Eighties a CARE Bohvla study found that the aterage tune a rural Bolivian woman saved from 
hanng a domesbc hook-up was two hours per day representmg a considerable economc gam and that the tune s a d  
had a drect result on unproved farmly health 

'ENESF-96 (Honduras) 

3 Censo '92 "Resultados Fmales" hshtuto Nacional de Estahstxa 
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~solatlon from complementary promotion and follow-up 

FHI approaches the subject differently in that it works m health in a gwen set of cornmumties for 
the full five years of the DAP Ths means that W&S activities can be implemented at a more 
measured pace, and that complementary messages of health, hygene, water commttee 
promotion, and other social promotion actimties can take place over a longer penod of tlme 

The ADRA approach to W&S is more like FHI, in that W&S IS seen as complementary to health 
activities and meant to last over the five years of the project However, W&S In ADRA is a very 
small activlty Of the three-hundred-plus food-for-work construction activltles being carned out 
by ADRA in the Camargo area, only mne are water and samtation Engineering and techcal 
staff are not specfically trsuned m W&S as m the other two NGOs, and have to spht thelr tune 
between a host of other construction and supervlslon activities and a tiny number of W&S ones 

As will be seen, the strategy selected by each NGO has had a sigdk.int effect on the quality and 
number of W&S projects under ~mplementation 

3 2 3 Summary of Data by C S 

In FY '97, PC1 bulk 32 systems benefitmg 1,986 famhes at an approxlmate cost of $35 per 
capita In FY '98, it budt 3 1 systems for 1,842 famhes at a cost of approxlmately $57 per caplta 
Total 63 systems, $8 19,000 and an average of $46/cap1ta 

In FY '97, FHI budt 18 water and samtation systems benefitlng 415 h l i e s  at an approxlmate 
cost of $130 per capita In FY '98, it budt 12 W&S systems benefitmg 544 farmlies at an average 
per cap~ta cost of $132 Total 30 systems, $590,000, $13P/capita .- 
In FY '97, ADRA built three (3) water systems benefiting 167 famhes and in '98 six systems 
benefitmg 418 f a d e s  For both years, the average cost is %43/cap1ta Total for these mne 
systems is approxlmately $ 1 17,250 

All three NGOs also budd public tap systems, some sewage treatment structures and latnnes that 
have not been mcluded m these figures for the sake of simplicity (FED, for Instance, budt nearly 
1,000 latnnes dumg '97/'98 ) Detaded records are avadable m the Cooperating Sponsors' Annual 
Results Reports 

4 PC1 data "Indxators de Performance" Cochabarnba, 19/05/99, Jorge Cueto personal cornmucabon 

Alfredo Fernandez personal cornmucabon 

Hugo Delgado personal commulllcahon 
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3 2 4 Findtngs by CS 

Dunng the field observations, the ET wsited a number ofNGO water and samtation systems 
Each system was evaluated based on ten key stages in the design and implementation of a hgh- 
quallty rural water system, plus glven an overall score These are 

1) water source capture structure, 6) water c o m t t e e  involvement, 
2) source-to-tank pipe, 7) water system operators tramng, 
3) reservoir construcbon and plpe network, 8) tanff establishment and collection, 
4) household connecbons, 9) mamtenance, 
5) latme construction, 10) cleamng, and 1 1) overall ratlng 

Two sets of evaluat~on cntena were used The first was the "Manual de Diseiio para Sistemas de 
Abastecmento de Agua Potable en Poblaciones Menores a 5000 Habitantes" published by the 
National Directorate of Basic Samtat~on of the Mmstry of Human Development in 1995 The 
second were the evaluators' personal expenences of bulldmg rural water systems in Boliwa A 
five polnt scale was developed, A to F, to summame the findmgs as follows 

" A  sat~sfies all Bohwan norms and standards of professionalism, evaluated as first-class work 
"BJr satisfies most Bolivla norms, evaluated by vlsitors as generally acceptable work 
"CJJ satisfies some Boliwan norms, evaluated by wsitors as 'so-so' work 
"D" senous shortfalls m satlsfjmg Bohwan norms, senous shortfalls of professional quality 
"Frl does not satisfjl the mumum requirements of Bolivian norms, unacceptable quality 

The followrng chart surnrnanzes the results of the visits conducted to elght PC1 W&S sites 
Detailed site inspection notes can be found m Appendix F 

Colleague engmeers accompanymg the ET member contributed ther prof-onal comments on system 
conbtrucbon throughout the process Consensus was usually easlly achleved 
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A number of factors are associated wth these results In some cases, the relationslp between 
PC1 engmeenng staff and mumcipal counterparts is unclear As a result, the responsibility for 
techcal oversight and attent~on-to-detail is murky In others, PC1 has assumed full responsibility 
for techcal oversight and has not lived up to the responsibility 

Condom 

V~luyo 

Marnanaca 

Tholahhuam 

Second, the PC1 water staff is under-staffed In FY '97 and '98, sxty-three systems were bu~lt by 
SIX staff For FY '99, the plan is 67 Thls 1s far too many systems for a small engineenng cadre 

PC1 costs for the two years average $46/capita Ths 1s far less than the Bolivlan national 
standard- and mternational ones- of approxmately $100/capita for W&S One result of ths  
low figure has had PC1 staff scrimping on countless items and cuttlng a number of comers that 
have an media te  effect on project quality 

A 

A 

Also, PC1 Cochabamba has not bullt any latmes m Cochabarnba at the tme of t h s  report m late 
FY '99 The justification for ths  dec~slon accordlng to PCI-Cochabamba is that "before building 
[latnnes], a process of cornmumty education and t m n g  has to have fitllshed in order to assure 
[they are] adequately used We beheve that to mvert ths  process [latmes built before t rmng]  
runs the nsk that they may not be adequately used or mamtamed, [as] many negative experiences 

have been seen Tin t l s  regard] in Bolivla " The explanation is adequate, but begs the question 
how PC1 Cochabarnba IS going to be able to carry out ths  trarung and budd upwards of 500 
latnnes planned for FY '99 in the remarung 13 weeks of the fiscal year 

For these and other reasons found in the tnp notes, the quality of PCI's Interventions in W&S was 
judged low-to-average 

A 

3 2 4 2 FHI Findings 

The follomg chart surnmanzes the results of the m t s  conducted to SIX FHI W&S sites Site 
inspection notes can be found in Appenduc F 

F F F F F F  

D C  

B A B D C F  

TABLE FIVE FHI Water and Sanitation System Evaluation Results 
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Poquera (rehabilitation) 

Maychapam pa 

S~cuam 

I I I I I 

A 

Anko Ckala (en construc ) 

B 

C B B  

B A B  

I b r ~ e  C C B  

FHJ has an attractive water and samtation program Water systems are generally well constructed 
and show hlgh-quahty techcal  supermion and attention to detad Several small changes would 
result In most FHI systems rating an " A  (1) doing away wth the needless (and expensive) by- 
passes, (2) installing samtary seals on water source captations, (3) replaclng mfenorpolztubo wth 
PVC, (4) and ellmating unnecessary metal steps FHI's latme package is admrable, and some 
of the best work the evaluators have seen in Bohwa Solar-warmed community bathng facilities 
are an excellent mnovation, and ment national scrutiny 

A 

A 

B 

B 

B 

The package is expensive Data presented earller Indicate that the cost-per-capita is 
approximately $130, well above rnternational and national norms Gwen the very hgh level of 
service however, ths  is a appropnate cost structure, and the ET would not have FHI change ths  
mu unless FHI chooses to do so Participants in the FHI W&S program are receivmg a temfic 
service at a justifiable pnce 

B 

A B B  

B 

A A B  

A B D  

FHI needs to be more disciphed in its choice of commuNtles, however The considerable per 
capita Investment is appropnate m both monetary and personnel supemslon costs when applied to 
cornmunlties of forty-or-so f a d e s  The investment becomes questionable when applied to 
cornmumties of seken, ten or twelve famlies, as seen dunng field observations There are a great 
number of un-served populat~ons in rural Bolivla of greater concentration for F H  to be dedicating 
such resources to such a small number of participants 

A 

There 1s some evldence that latnnes are not yet berng used by a number of the famhes Thls is 
not surpnslng gwen the resistance that traditionally accompames profound behaworal changes, 
and FHI wll need to contlnue to need comrnumty promotion to acheve all ~ t s  goals in thls area 

For a relatively small number of systems, twelve in Potosi in FY 1999, FHI has a large cadre of 
personnel Current personnel include one La Paz-based head of program engineer, one 
engineer/auditor, one topographer, one comrnumty orgamzer, one supervising engineer, two 
work engmeers, and a non-staff mason or construction supemsor for each project Some of these 
staff work full-time on W&S and some are shared among several infrastructure components 
F W s  recent financial decision to charge these staffto one project component m some cases, and 
to co-share the charge m other cases does not provlde full clmty on how many staff are assigned 
exclusively to W&S Indeed, to the staffthemselves it may be unclear what the mx  of thelr 
responsib&ties actually is 

C 
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3 2 4 3 ADRA Findings 

The followng chart surnmanzes the results of the v~sits conducted to five ADRA W&S sites Site 
inspection notes can be found in Appendur F 

Water and smtation is a very small part of the ADRA portfolio Three systems were built in FY 
'97, SIX in FY '98, and three are underway in FY'99, compared to three hundred or more food- 

TABLE SIX ADRA Water and Sanltat~on System Evaluation Results 

for-work actlwties tahng place at the same time Engmeemg field staff have to divlde their time 
between the competing interests of water, imgation and FFW roads, and the number of sites of 
work in the former is mnuscule compared to the latter two 

The ADRA budget for water and samtation is low Accordlng to data supphed by ADRA, the 
average per caplta cost of the nine FY '97 and '98 systems was US $42 64 R s  is far less than 
the Boliwan natlonal standard of approximately $100/capita One result of ths  low figure has had 
ADRA staffscnmplng on countless items and cutting a number of comers wth immediate effect 
on project qual~ty 

Comrnumty 

Canchas Blancas 

Kehuayllam 

Vllla Flores 

PuebloAlto 'A' (en constr ) 

Tacaqulra (letnnas) 

ADRA water staff is limted The orgamzatlon has only one engineer wth advanced t r a m g  m 
water and ths mdlwdual is based m La Paz There are mdications that ADRA field personnel do 
not possess the techcal slulls, knowledge and expenence to carry out a water and samtatlon 
program It IS also true that ADRA has only come to W&S in the last eighteen months, not 
having been mvolved in the sector in its premous programrmng ADRA has a long way to go m 
advancing on water's steep 'learnmg curve' 

Cap 
taa 
on 

B 

ADRA IS stdl m the early days of studying appropnate latnne Interventions * Its current 

Adu 
ccion 

F D D  

C A C  

A 

Only a handtul of the dry-pit 7 934 latnnes reportedly built w~th ADRA support were vlslted by the ET 
dunng the field observahons- as well as a relatwely ngorous mspecbon of the pour flush latnnes bemg b d t  m one 
commumty The observations should be read wth thls small sample slze m rmnd 

Con 
nex 

C 
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methodology is to provlde food-for-work rations to the famly, and requlre that the famly 
contnbute all other costs In the case of dry pit latnnes, (the least attractive techcal option), the 
farmlj contnbution only involves roofing matenals and a cane door A dozen-or-so latnnes were 
inspected and found to be of low-to-average quahty In the case of a pour-flush latnne, the 
mvestment bemg requlred of the cornrnumty member is much more In fact, ~t was ev~dent in one 
commumty that only the ncher members of the cornrnumty can afford such a contnbution In 
addition to the social (and ethcal) aspects of such p r o g r m n g ,  ADRA has yet to come to gnps 
wth some techcal detads, such as an excessive amount of water being requ~red to flush the 
latnne 

For these and other reasons found m the site notes, the quality of ADRA's interventions m W&S 
was judged low-to-average 

3 2 5 Strengths and Weaknesses by CS 

3 2 5 1 Strengths and Weaknesses of PC1 

One of PC13 strengths is that recently it has hued several W&S staff who bnng wth them a good 
deal of expenence, enthusiasm and dynamsm that PC1 can now take advantage of 

Another strength is that PC1 has been good about 'outreachmg' to other orgamzations involved in 
W&S, PROSABAR, "Desarrollo Comumtano," CERES and others PC1 has been a catalyst in 
drawmg on the expertise of these orgwatlons and mcluding them in the PC1 W&S effort 

One substantial weakness m PCI's W&S activities is a lack of strategrc focus PC1 proposes to 
work rn over five hundred cornmumties in food-for-education over the lrfe of the DAP In an 
attempt to reach as many of these cornmumties wth health as possible, PC1 carnes out a 'floatmg' 
health component, movlng its health team from one set of villages to another at the end of twelve 
months Currently PC1 is workmg m health m 120 vdlages, and it is the hope-- however 
unreahstic- to build water systems m each of these mllages, fostenng waterhealth synergy As 
seen earher, the plan for FY '98 was 54 systems, and for FY '99,67 systems Additionally, PC1 
has received requests from local mumcipal authorities for 375 water systems Wlthout strategc 
cntena and a clear vlsion what can humanly be accomplished, W&S staff are caught between a 
desire to extend coverage as much as possible (and reported pressure to keep the numbers up), 
and the unposs~bility of doing so effectively Days of personnel time are spent travehng from one 
edge of the project area to the other to supervise one or two systems Also, the selection of these 
comm~~llties was likely more mtluenced by mumcipal pnonties and counterpart contnbution than 
redishc programng and admstrative/logstic mtena The result, noted earlier, is an overly 
large number of systems gwen personnel and budget resources 

Next, because of the 'floatmg' health component, the PC1 W&S component has no permanent 
presence m the comrnun~ty The W&S cadre does not have a full-time person in the vlIlage to 
promote the water system construction, to superme the stages of construction, to orgame the 
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water comttee,  to cany out hygiene education or to promote timely mamtenance and clemng 
Ths also means that when engmeenng or plumbing detals are not completed to satisfaction, an 
easy mechmsm does not exlst for the shortfalls to be reported quickly to PC1 Cochabamba water 
st& Contracts have been executed wth  local N o s ,  "Desarrollo Comumtano," and CERES, to 
fill thls need in (only) eighteen cornmumties but those contracts wll expire urlthn the month 

There is a Eack of attention to techcal  detds  in some PC1 W&S staff Dunng the Cochabamba 
visit, the regonal engmeer only accompamed the ET on half of the captatlon mspections The fine 
detads that make up a &st class system were seen to be overlooked in many PC1 systems- wth 
the assertion "that was the responsibility of the mumcipality " The argument was not convmcmg 
since even where PC1 staff did assume full techcal responsibility, the quality of the final product 
was not up to standards 

Lack of adequate budget and 'trymg to do thmgs on the cheap' are sigdicant factors in th~s  
equation 

3 2 5 2 Strengths and Weaknesses of FHT 

One si@cant strength of FHI 1s that it has a cadre of engmeers speciahzed m water system 
construct~on and that FI-II sees its role as 'implementing down to the last nut and bolt ' Unlrke the 
other NGOs, FHI has m-house topographic and design personnel who prepare all system 
bluepmts In addtion to its La Paz-based engmeer manager, it has several regonal engmeers 
whose pmcipal tasks are to oversee the water system construction FHI also hues site engmeers 
who live full-tlme in the wllage until the W&S activity is complete In addition, FHI personnel are 
personally in charge of the budding of household connections, wash-hand basm and baths In 
ths way, FHI has avoided delegating thts 'hand-on' operationality to the mumcipality or the 
commumty and not suffered a low-quality product as the result 

FHI has a five-year comrmtment in W&S vlllages Thls promdes FHI wth a sigmficant advantage 
in terms of long-term focus, tramng in hygene education, oversight and encouragement of water 
comrmttees, on-the-ground presence to assist in system repar, and all other waterhealth 
commumty uphfl efforts 

FHI's W&S component receives adequate budget support, and the results of that allocation can be 
seen m the quahty of FHI work 

There may be several weaknesses in the FBI approach One could be a tendency to 'go it alone7 
FHI seems to want to control all aspects of the W&S process Whde ths  has produced quite 
positive results m terms of system quality, it leaves open the question whether by liaising wth 
other orgaruzations a better product could be produced For mstance, the evaluators are not 
convmced that the quahty of commumty course work (m FBI and m the other NGOs) is the best 
~t could be Rather than create its own modules for t h s  purpose, FHI could be hasmg urlth 
PROSABAR whch has a well-respected one-week course addressed to t h s  subject FHI doesn't 
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seem to make much of an effort m 'outsourcing' as it mght FHI reports that it is concerned wth 
the sustamabdity of commumty water commumties Thls is perhaps another area where other 
orgamzations, CERES or Desarrollo Comurutano, could help 

On a related front, there are subtle overtones in much of F H  staff that "we are the experts and the 
commumty should learn from us what IS good for them " One evaluator took the opportumty to 
lughlight the merence In semantics- and in mental paradigm- between the concept of 
'beneficiary' and 'participant', notlng that the FHI presentat~on used the first word over fifty times 
and the second word not at all In splte of t h s  call to attention, throughout the field tnp FHI field 
staff continued to refer to commuruty members as beneficianes at every turn 

A revlew of the detaled field notes wdl mdicate that some FHI staff are usmg technologcal 
alternatives that have been out of favor for some years, (by-passes), or relylng on lowerquality 
matenals than one would expect m an FHI system (pohtubo) Nevertheless, the overall quality of 
FHIYs W&S component is qulte acceptable 

3 2 5 3 Strengths and Weaknesses of ADRA 

One important strength that ADRA can exploit 1s that in the Camargo area, another NGO 
(CARE) bullt dozens of water and samtahon systems over ten years ago Engagmg In a sustamed 
and mearmghl dialogue wth these cornmumties could shed hght on what works m water, health 
and smtation and what does not, what the commumty values and wll maintam and what it wdl 
not, what latnne technology IS appropnate and wdl be mamtamed and what w111 Uely not Thls 
opportumty to analyze ten years of sustamabihty and strengths and weaknesses should not be 
rmssed 

Another strength of ADRA 1s that the desire for a water system ongmates wth the commumty (as 
opposed to the mumc~pality, for mstance) Ths program modality, also noted In the Health 
section, gives ADRA a head start m promotmg commumty ownershp even before the start of the 
project 

One weakness of the ADRA W&S methodology 1s that indlvldual commumty members are bemg 
asked to assume all costs of connecting thew houses to the network Thts puts a considerable 
financial hardslup on those who hve at a distance from the man line Also, in poor commumtles ~t 
almost guarantees that lnfenor household connections wdl be mstalled, thereby senously affectmg 
the sustamabhty of the system Most donors consider ~t the obligation of the implementmg 
agency to mstall the completed water system to the household, not to stop at the laylng of the 
man  pipe as does ADRA 

Another potentlal weakness m ADRA could be the comment dunng the field observations of an 
'orgamzational culture' that favors food-for-work roads Thts would not be surpnsmg smce it IS a 
fact that ADRA uses the most commo&ties of any Cooperatmg Sponsor In Food-for-Work, 8000 
MTs Smce the flow of Title TI[ resources to ADRA is dependent on the use of cornrnodrt~es, it IS 
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natural for the orgamzatlon to be concerned about the utihzation of t h s  resource, perhaps more 
than water and samtation activities whlch could be wewed as a 'cost center' rather than 'revenue 
center ' 

Another weakness in ADRA is the lack of appropnately tramed W&S staff at the local level, and 
the distance between these people and the La Paz sarutary e n p e e r  since Camargo is one of the 
most ~solated of any NGO zones In addition, the ADRA Camargo health coordmator IS a 
physician wth virtually no experience m either water or engmeemg, he w d  need considerable 
backstopping to be able to provide memngfbl oversight to W&S activities Some of the obvlous 
construction errors highlighted in the techcal notes are likely attnbutable, in part, to the lack of 
an effective ADRA morutonng and supermion system in W&S 

Another potentd weakness may emst in ADRA's techcal supemsion Dunng the field 
observations, it was seen that at least one employee (and perhaps more) may have been gullty of 
sigmficant malfeasance m the execution of duties In ADRq it may be more d~fficult to disc~phne 
low perforrmng workers When the subject of dmlphary action was broached dunng the field 
observations, the idea seemed to come as a surpnse to the ADRA staffperson to whom the 
comment was addressed 

Finally, it bears repeating that lack of adequate budget and 'trymg to do thmgs on the cheap' are 
sigdicant weaknesses m ADRA's abhty to complete hgh quality W&S systems 

3 2 6 Generalized Strengths and Weaknesses 

One strength of all three CSs IS a concern wth dlage water comrmttees In almost every field 
observation, it was noted that a water c o m t t e e  had been formed and was taking responsibhty A 

for the water system Also, m most comrnumties, at least some conversation had taken place 
regarding tanffs Both of these are important g m s  

Another generahzed strength is the quality of the cement work The fissures and cracks that 
sometime go wth such rural water systems were found almost nowhere, mdicating hgh quahty 
work dumg the pounng of the concrete 

One generahzed weakness is unfdmty wth the Bohwan norms as published in the the 
"Manual de Diseiio para Sistemas de Abasteclmento de Agua Potable en Poblaciones Menores a 
5000 Habltantes " Ths is a surpnsmg findmg One would have expected that engmeers in the 
field of rural water would be aware of an official GOB document pubhshed five years ago l%s 
was clearly not the case wth a number of NGO enpeermg sta£F 

In the captation structure, generahzed weaknesses are the followng Iack of a samtary seal, lack 
of adequate fencmg around the structure, non-use of steel pipe in cement walls, lack of bronze 
filters, overly heavy hatch covers, lack of drainage pipes m the shut-off valve boxes, and cement 
floor w~th adequate slope m the box, madequate attention to testmg the source for contamatlon 
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In the source-to-tank pipe, generalized weaknesses are use ofpolrtubo and ravlne crossings not 
built with steel pipe 

In the tank, generalized weaknesses are the followng lack of a sanltary seal, lack of adequate 
fenc~ng around the structure, non-use of steel pipe in cement walls, lack of bronze filters, overly 
heavy hatch covers, lack of dramage pipes m shut-off valve boxes, lack of a cement floor wth 
adequate slope in the box, ventilation "T"s built wth plastic, steel steps b e w n g  to oxldlze in the 
tank, valves mthout umversal jomts, dramage and over-flow pipes dischargmg overly close to the 
tank, unnecessary by-passes 

In household connections, generahed weaknesses are lack of a sturdy standpipe pedestal, lack 
of an infiltration area, shut-off valves wthout boxes and full of mud, not all accessones m steel 

In latnnes, generahzed weaknesses are lack of designs, reliance on outdated technology (dry-pit 
instead of ventdated unproved pit), pour flush latnnes that requre too much water, lnadequate 
commumty promotion m latnne use, madequate promotron of general commumty hy~ene ,  lack of 
water nearby for hand-washmg, overly Infrequent burntng of toilet paper 

In commumty aspects, generabed weaknesses are inadequate tar& structures, madequate 
p r o g r a m g  tune to be wth the commumty in water system use, Inadequate tranmg of 
commumty operators, madequate female participation in commumty water comt t ee s  

In other areas, generabed weaknesses are inappropnate cost-saving strateges not delivering 
system mantenance tools to the commumty, not delivermg completed system plans to the 
commumty, not "bumg"  the water system with calcium hydrochloride to punfj, it from 
construction-related contamnation, not dehvenng a completed mstallat~on to the household, 
requiring the comrnumty to use mamtenance hnds to purchase fencmg and other items normally 
considered part of system construction 

Finally, there is the issue of sustainabhty As pointed out dunng the feedback session, W&S 
sustainability has at least three dimensions techcal, financial and soclal Techcal issues related 
to the quahty of the matenals ongnally used, sufficient to w~thstand the ngors of 20 years of use 
Financial issues related to questions whether the comrnumty has the means to repar and mantain 

the system when, inewtably, it requires repam Social issues relate to whether the cornrnumty has 
learned suilicient management slalls to stay cohesively orgamzed and keep the system rumng 
Without appropnate qual~ty in the tecbcal realm, the financial and social elements become 
harder for the cornmumties to accomphsh It is ths  vlsion of the ~mportance of h g h - q h t y  imtial 
construction that has guided thls assessment It is the evaluator's judgement that there is a 
generalized lack of appreciation in most staffthat these water systems should last for twenty 
years- as called for m the system design Ifprograrnmers, engmeers, construction staff and the 
commumty itselfbuilt the system wth an eye to retumng to Bohwa m 20 years to see the legacy 
of one's efforts, the 'nlckel and h e '  issues highlighted m ths  assessment would not have amen 
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3 2 7 Summary 

One of the NWs,  FHI, 1s dehvenng a hgh quallty product and only needs to fine-tune some of its 
procedures and design specrficahons m order to acheve first-class construction in all W&S 
systems 

PC1 and ADRA are embarked on a steep leamng curve of what is requlred to prowde hlgh 
quality systems more budget, more staff comtment  to techcal deta~ls, better supermsion, 
longer presence in the cornrnumty, more of an "orgamzation culture" of quality, more focus on 
long-term sustamability Untd these elements are fully m place, ~t will be difficult for these two 
NGOs to reach the standards currently bemg provlded by FHI 

3 3  AGRICULTURE 

3 3 1 General Problem Statement 

Boliwa is generally recogwed as one of the poorest and most food lnsecure countnes m the 
regon It is also recogntzed that these two facts are hghly related, 1 e , the root of Bohwa's food 
insecurity is found in its poverty 

Because the relative degree of food secunty vanes wthm regons m Bolivia, wth the eastern 
Alt~plano and hghland valleys bemg the most food msecure, the three NGOs have targeted theu 
actiwt~es to cornmumties wthtn these geographical areas 

3 3 2 General Objectives and Strategtes 

Recognmg the econormc nature of food msecunty m Bohvla, and the lrnportance of the agranan 
economy, ADRA, FHI, and PC1 prepared DAPs that wd mcrease rural household Income denved 
from apculture The mam strategy for achevmg ths  objective 1s to lmprove productive capacity 
and efficiency m combination wth increasing access to markets for agricultural products Specific 
interventions to achleve the former include orgar~zational strengthemg, techcal assistance and 
tramng, lmgation ~nfrastructure construction or rehabfitation, greenhouse construction, post- 
harvest storage rmprovement, and financial assistance through a revolvtng find Market access is 
belng unproved through opemg access roads or unprovements to exlstmg roads A t h d  actiwty 
is lrnprovlng access to market donnabon, however ths  activlty is much less developed at ths  
tlme 

3 3 3 Summary of Data by Cooperatmg Sponsor 

AU data shown in t h s  secbon were obtamed from the relevant CSs 
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Performance Indcators I Bhelme 1 (;;It FY I Target FY 
FY 1996 1998 

14 Total number of household beneficlanes (&om the 
agricultural productmty program) I O 0  
- 

15 Outstandrng number of producUon m t s  receivmg 1 NIA 
technolog~cal semces 

I NIA 1 NIA 

16 Outstandmg number of produchon u t s  receimg 
marhetmg servlces 

17 Increased volume of produchon of selected crops for 
target households (Total m Idcator  12) (Kg) 
--- 

18 Increased Sales of selected crops for target households 
(Total m Inhcator 12) (Bs ) 

0 0  

6,200 

TABLE SEVEN PC1 Results of Performance Indicators In Agr~cultui e 
I I I 

20 Increase m number of hectares mgated 1 0 0  1 3874 I 300 

2,667 00 

1 9 Increased net lncomes f2om apculture related 
actmhes (Total m Indcator 12) (Bs ) 

I I - I 

NIA 

9 261 

4 756 60 

- 

N/A 

252 35 km 
constructed 
51709km 
unproved 

N/A 

9 532 

318800 

Source PC1 Bolivia Title 11 FY 1998 Results Report 

2 1 Propofion of targeted populahon that adopt unproved 
agncultural pracuces 

22 Number of kdometers of roads constructed and 
unproved roads 

NIA 

30 00 km 
constructed 
379 00 krn 
Improved 

NIA 

0 0  

Result FY 
1998 

758184 

NIA 

734800 

Indicator 17 exhlblts a 24% decrease m companson wth the baselme numbers However, PCI's 
companson with areas where they did not intervene indicates that household production in these 
latter areas averaged only about 2,000 kgha 

Ind~cator 18 shows a 66% decrease from the basehe number At least part of ths  can be 
attributed to a deche m volume produced Although PC1 did not c~ te  the followng, another 
possible factor could have been that wth lower productmn, a greater percentage of the crop was 
reqwed for household consumption Thls would further depress sales revenues 

Indlcator 19 displayed a 34% increase over the baselme figure that PC1 attributes to the irrigation 
programs allowng a greater diversity of crops to be produced, lncludmg hgher market value 
crops 

Indlcator 20 shows only a slight decrease m achievement over planned target, 95% of target, but 
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the Important Impact Indicator of thls is the increase in net income that PC1 attnbutes to additional 
hectares under rmgabon 

Ind~cator 22 featured an impressive 1,043% increase over the target PC1 attnbutes t h s  to both 
unanticipated demand on the part of comrnumties, and the large geographcal expansfon that 
occurred The 5% achteved vs target for improved roads indicates the target was a realistic one 

3 3 3 2 F H I  

TABLE EIGHT FHI Results of Performance Ind~cators In Agriculture 

Performance hdxators 

12 Total number of 
household beneficlanes 
(hm the agncuhal 
produchvlty program) NEW 
INDICATOR 

l3 Outstandmgnumber of WA 
producbon mts receimg 
technologd semces 
NEW INDICATOR 

16 Increased sales of 
selected crops for target 
households (Total m 
mdxator 12) 

14 Outstandmg number of 
production u b  receivmg 
marketrng services NEW 
INDICATOR 

15 Increase volume of 
produc~on of sekcted crops 
for target households (Kg) 
(Total m mdxator 12) 

Based on 6 selected 
crops 
B&1,925(US$396) 
Based on 37 
selected crops NIA 

N/A 

Based on 6 selected 
crops 4 000 
Based on 3 3 
selected crops NIA 

17 Increased n a  lncomes 
kom agriculture-related 
actlwties 

Based on 6 selected 
crops 
Bs$ 1 lq!J(US$247) 
Baed on 3 3 
selected crops N/A 

Results 

NIA 

Based on 6 Based on 6 
selected crops selected crops 
5,556 5 814 
Based on 33 Based on 33 
>elected crops selected crops 
N/A 21 000 

Based on 6 
selected crops 
Bs$3,OOO(US$56 
9 
3ased on 37 
selected crops 
VIA 

Based on 6 
selectid crops 
Bs$3240(US$60 
0) 
Based on 37 
selected crops 
Bs$16 065(US$2 
975) 

3ased on 6 
selected crops 
3 d 4  409(US$76 
1) 
3ased on 33 
;elected crops 

Based on 6 
selected crops 
Bs$4,385(US$8 1 
2) 
Based on 3 3 
selected crops 

Results FY 1998 

Based on 6 
selected crops 
4 204 
Based on 33 
selected crops 
15 475 

Based on 6 
selected crops I 

5) 
Based on 37 
selected crops 
Bs$l 1 794(US$2 
184) 

Based on 6 
selected crops 
Bs$3 596(US$66 

Based on 33 
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Indicator 12 shows that the total of 4,122 households that have participated m the program 
represents 47% of the potential 8,857 target households m the project area 

18 Increase m number of 
hectares lrngated 

19 Proporhon of the 
targeted populabon that 
adopt unproved agncultural 
practices 

20 Number of lalometers of 
roads constructed and 
lmproved roads 

Indlcator 13 [Evaluator's note Slnce productive umts are households, and not communal f m s  
or cooperatives, it is dfficult to understand what is belng reported in Indicator 13 that 1s not 
shown m Inhcator 12 ] 

Indlcator 14 reports on those receimg Intensive marketmg assistance who generally grow crops 
that are either non-traditional cash crops, or are grown under greenhouse condibons 

11 Tomoyo mgabon project scheduled for mmplebon m June 1999 - 
Source FHI B o h a  Title I1 FY 1998 Results Report 

106 

(1 77018857) 20% 

( 1 ) 8 

Indicator 15 reports a 76% achevement of the target Ths shortfall 1s explained as due to the 
unfavorable growrng conditions, especially the drought 

Indicator 16 shows a deche from the target, but again, if production is down, it is very possible 
that sales revenues w11 be lower as well 

NIA 

128 

(2 16318857) 24% 

(010) 0 

Indicator 17 now reports on net value of production versus prevlous reporting of gross value of 
production [Evaluator's note The decrease m net value of sales and of net income is almost 
identical, ramng the question of to what extent they are measunng the same thng If so, can one 
indicator be elmnated m the rnterest of more efficient reportmg 1 

Indicator 18 shows the effect of the later than anticipated start for two irrigation works, Tomoyo 
(548 hectares or acres?), and Tenena (30 hectares) Both of these are now scheduled for 
cornpleaon m FY 1999 

Bs$12 695(US$2 
351 

548 

(440018857) 50% 

( 1  115 

Indicator 19 notes a 6% mcrease m adoption rates for improved agncultural practices 
[Evaluator's note Thls number should be closely tied to the mcrease in number of farmers 
part~cipatmg m the FHZ program However, the Increase m partlapants fi-om 1997 to 1998 rose 
by 14%, much greater than the 6% mcrease reported for adoption of improved technology ] 

Bs$9 3200]S$1 
726 

12 (340) 11 

(270818857) 
30% 

(3 510) 3 5 
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Indmtor 20 demonstrates the impact of having late dsbursements, in th s  case fiom the FDC and 
PL 480 Tide III 

For ADRA, the agncultural income actlvlties contasned m the FY 1996-2000 DAP represented a 
mohe to an area of Bolivla where the orgmzation had not been operating heretofore Much 
irut~al effort was invested in gamng the confidence of the cornmumties lnvolved Below are data 
reported by ADRA that indicate progress through the first half of the ~mplementation of the DAP 
The numbers shown are the total for the year, and do not always represent additlonal participants 
or yelds over the prevlous year's figures 

TABLE NINE ADRA Results of the Performance Ind~cators m Agnculture 
r I I I I 

Performance Jrdcators I Baselme I Results I Results FY 1998 
FY 1996 FY 1997 Planned Executed % 

12 Total number of beneficlanes under the agnculture 
program 

/ * /13,407 I * 1 3 6 2 3  

13 Number of agriculture production mts receivmg / * 1 2 1 0 8  I * 2 983 * 
techcal assistance 

14 Number of producuwty u t s  recelvmg marketmg I *  I *  * 
sen~ces * I 

I 1, Increased volume ofproductlon by selected crops and 1 3 024 1 3 780 1 5 536 7 462 164 1 I achered by program targeted farmers (kg) 
I I 1 

16 Increased sales of products obtmed from selected crops 
by program targeted farmers (EM) 

1 18 Increased number of hectares mgated land areas 1 31 1 76 1 136 586 430 1 

- - 

17 Incomes mcrease by agriculture related actmhes (Bs$) 

1 480 

3 604 

19 Number of selected farmers utdlzmg newly unproved 
agricultural prachces 

Indicator 12 was added in FY 1997, and 13,407 f d e s  participated that year In FY 1998, 216 
add~bonal farmlies were added, and an additlonal 2% is expected in FY 1999 Of the 13,623 
famrlres participatmg m FY 1998,2,983 received assstance in producbon and marketing, 2,384 in 

ungahon m.f?astructure, 2,288 m road mprovement, and 5,968 tn new road construct~on 

1 850 

20 Number of lulometers unproved or constructed, rural 
secondary roads 

Indicator 13 includes assistance m agncultural mput use, new areas for farrmng, and utilmng 

2 298 6005 261 

4 036 

0 
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infrastructure such as irrigation, organizational strengthemng, and marketing 

Indicator 14 was not envisioned to become active untll the thrd year of the D M ,  however some 
marketmg assistance was provided regard~ng product grading and sales procedures 

Ind~cator 15 mdicates a sigmficant Increase over the prevlous year's statistics However, glven 
the ovenvhelrmng role of weather on production, it is not possible to asslgn "cause-and-effect" 
based upon one year's data 

Ind~cators 16 and 17 show that when farmers can produce more, and have ~mproved access to 
markets, they can usually increase sales revenues However, smce pnce vanatlon fi-om year to 
year is sigdicant, it is agaln not poss~ble to assign a speclfic cause to t h s  increase It is 
reasonable to conclude that ADRA's mterventions did have a pos~t~ve influence on the results 
obtamed for indicators 15, 16, and 17, even though it 1s not possible to de temne the exact 
degree of Influence 

Ind~cator 18 ments spec~al attention, as the notable increase m acheved-versus-anticipated 
mdicates the value of inter-institutional collaboration - between ADRA and the Chuquisaca South 
Project 

Indicator 19 is a measure of the impact of Indicator 13, and provldes a basis for evaluating what 
modificat~ons may be required in the transfer of the t ecbca l  assistance or tramng messages 

Indicator 20 shows the total kdometers of roads constructed or upgraded d u m g  the year This 
includes 32 km of new rural access roads, and unprovements to 86 km of secondary and 40 km of 
access roads 

3 3 4 Findings by Cooperating Sponsor 

The followvmg information was obtained from intermews wth  leaders and other residents of each 
of the cornmumties vlsited 

Dunng the penod of June 11 through 14, the ET wsited cornmumties m the provinces of E Arze, 
Ayopaya, Bohvar, and Arque in the department of Cochabarnba These areas were selected by 
PC1 as bemg representative of the types of actiwties that dlustrate how PC1 1s mplementing its 
FY 1996-2000 DAP 

The first project vlsited was an mgation works in the promce of E Arze, mumcipality of 
Sacabamba The project lncludes a reservoir, two pnmary canals, and a secondary distribution 
system The total cost is about US$1 6 mrlhon, of whch JICA is provldmg 49% of the financmg, 
CPA 17%, PC1 9%, and the mumcipahty, commumty, and other donors the remanmg 25% 

Bolivia T~tle-I1  MI^ Term Evaluation Page 32 
0 



When completed, it will provlde complementary irngation to 280 ha, lnvolwng five commumties 
and 210 farmlies Only one of the pmary canals has been financed at ths  time The project is 
large, and may well involve a sigmficant challenge to admmster and maintam adequately An 
association has been formed for t h s  purpose, and the group is finalizmg statutes and regulations 
There is a strong will among the cornmumties involved to keep the system operational, for the 
answer from the participants to the question of impact is that the irngation wll "transform" their 
lives 

The mayor was also internewed, and he is a strong supporter of the project He believes that 
productive Investments are the best use of the funds he receives under the Popular Participation 
Law Among the several mayors interviewed throughout the entire field portion of the evaluation, 
he was the only one to state t h s  as the pnmary objective of h s  admstration 

Morochata was the second mumcipahty wsited to inspect mgation and road infrastructure 
projects In the comrnumty of Pata Morochata, a system of s p d e r  mgation was being 
constructed to irngate 12 ha of steeply-sloped land belongmg to 3 1 farmlies The system is 
entrrely operated by grawty, and uthzes both hgh and low pressure depending upon the water 
pressure It was noted that several of the participants had purchased hoses and sprinklers to 
connect to the distnbution system and had begun using them The unportance of thls is that it 
inhcates that there wdI be a concern toward mamtamng the system, for these participants have 
made an mestment wth their own fbnds that w11 be lost should the distnbution system fail 

A second mportant detail was that at least one participant had let h s  system run dunng the mght, 
and everythmg had a coat of ice Ths demonstrated that there was a need for a much better 
understandrng of the role of mgation at low temperatures The behef seemed to be that using 
sprinkler mgation could prevent crops from fieevng 

The system stdl lacked a number of valves (about 30) and other small items to become klly 
operational, and it was not clear where financing would be obtamed for these items When 
operational, the system was expected to double the productive capacity of the land holdings 

The commumties of Palrna Rancho and Chunam were vlsited to mspect the Lmde-Palma Rancho 
access roads that had been improved usmg Title I '  Food for Work Women had provlded most of 
the commmty labor, and several were mtemewed concemng the role of food in the project All 
were in agreement that the food was an essential element in that it had provided the cornmumty 
wth a means to sustain itself when no local product~on of foodstuffs was available 

Challuma was vlsited to inspect the mgation project, and the Challuma -Totora Pampa access 
road Agam, participants expressed their comrmtment to keep the system operational because 
they could see how it would greatly enhance thelr econormc well-berng The road improvement 
was a comblned effort mvolvmg FDC, JICA, the Mumcipality of Tacopaya, PCI, and the 
commumties 
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Huavlloma Pueblo was vlsited to inspect the irrigation system and talk wth the irrigation 

c o m t t e e  The President of the c o m t t e e  expressed the comrnuruty's detemnation to maintain 
the system after PC1 leaves, but the specific details of how this would be done remamed unclear 

The next cornmumty visited was Moue Punkhu, that had installed a cement-lmed canal to brlng 
water fiom a nearby nver It was eudent that several additional lmprovernents were needed, 
including strengthemng the entrance to the diversion canal, and several points along the canal 
needed attention to avoid sedlment fiom entenng the canal An mternew wth the lingation 
c o m t t e e  established that the community had placed top pnonty on the construction of the 
system, and that the group was actrvely discussing alternatives One vanation was the expressed 
need to use the system to improve forage for livestock 

The last PC1 site vlsited was Achacana, where a 2 krn road had been constructed to connect the 
comrnumty to the man road The commumty expressed how vltal ths  road was, as it not only 
pemtted access to markets for agncultural production, but also allowed better and more timely 
medical assistance for the commmty 

Dunng the penod of June 15 through 19, the ET wsited twelve FHI agncultural comrnumties, 
seven in the promce of Inquisivl in the department of La Paz, and five m the department of 
Potosi These were selected by FHI as being representative of the types of cornmumties and 
activities where FHI is mplementmg its DAP 

The commumty orgamzational structure used by FHI IS charactend by two admmstrative 
levels Fmt is the commumty-level organization, called the CCC These are cornpnsed of a , 

number of sub comt t ees  that are &s-aggregated by techcal fbnchon Several of these CCC 
organizations are then grouped into a zonaI orgarmation, calIed the CCZ 

The first FHI commumties vlslted \\ere in the provmce of Inquisivl, and the first was Carnacho 
where the operation of the rotating fund was discussed wth the CCZ The group seemed clear on 
how the fund operated, mcludmg the 15% interest charged for mamtenance of value and 
operations of the CCZ The small m e  of the landholdmgs severely h t s  production potential, as 
does the sigmficant ramfall of the zone each year Actually, the lower ramfall expenenced m 
1997-98 assisted these farmers m acheving a hgher than normal potato production Sales are 
usually on farm, or dlrectly to mterrnedianes 

The next commumty visited was Carnacho, and a meetlng was held with the CCZ Ths IS a small 
cornmumty and its problems are not only small parcels of land for each farmly, but also that the 
land is the property of several commumties This has made it dd5cult to have a coordinated 
program, or include productive ufrastructure actiwties such as lmgation 

Huerta Grande was the next comrnun~ty, and the meetmg wth the CCZ was rnforrnative The 
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farmers are convinced that they can run the rotating find on their own The capacity and dnbe of 
the leadershp was Impressive, as was the self-confidence displayed 

In Tenena, the ET visited an imgation activlty under construction Ths project w11 improve the 
lrngation of 12 hectares, and bnng another 18 Into the lrngation scheme When completed, 22 
farmlies wll benefit from the system, and ~t is one ofthe few sprinkler ~rngatlon sites seen Smce 
it is m a zone that produces frults, the system wll be appropnate for perennials and annuals ahke 

The next site, Pucaralu, was rnteresting for demonstrating what can go wrong, as well as for 11 hat 
works ACRA, a development arm of the Itahan government, had constructed a reservoir and 
some irngation canals But the reservoir was constructed over a geologic fault, and so it never 
was able to store water, and therefore, the irngation system was dyshnctional The rotating fund 
seemed to be worlung well, however 

Collpam was interestmg from several aspects Flrst, the leadershp of the CCZ was very dynmc 
Second, ths  was the only CCZ whch specdically had a women's cornmttee In fact, one of the 

presidents of one of the CCCs was female She was reluctant to talk m front of all of the men, but 
the evaluator was able to talk to her one-on-one, and she is quite Impressive She was articulate 
about what was going on in her CCC, and emphasized the importance of livestock to the 
comrnuntty The conversation ralsed an Interesting question as to why none of the CSs are 
worlung in hvestock There may be an important opportumty being lost here 

Yunga Yunpa was the final comrnunrty visited in thls area The farmers were Interested in the 
rotating find, but what they seemed to want most was a tractor They sell their products mostly 
to mtermedianes at the farm gate, either for cash or on consignment 

Sorocoto was the first cornmumty vlsited in Potosi Department The meeting with the lrngahon 
comtmttee and the CCZ was to discuss the Impact and mamtenance of the irngation system and 
the rotatlng hnd The imgation c o m t t e e  was well orgamzed wth statutes and regulations that 
govern participation in the imgation project, mcludmg mamtenance procedures C o m t t e e  
members expressed a belief that access to mgation would greatly enhance their ability to mprove 
household lncome However, they dld express a need for a road to improve market access to 
reahze the full potential benefit of the irngation system 

The CCZ also seem cogruzant of the Importance of ma~ntamng the rotating hnd, including a 
strong Interest rate (15%) to maintam the value of the knd and to finance the activrt~es of the 
CCZ A major benefit of the imgation system, as seen by the CCZ, was the ability to diversfi 
crop production 

Sorojchr was vlsited next An evenrng meeting was held with members of the irngation 
comt t ee  and the CCZ The organrzatlonal structure of the group indicated that the cornmumy 
was well aware of aspects of managing an mgation system, including costs The CCZ was 
interwewed at length about the eventual departure of FHI, and its ability to continue mthout 
external assistance The group felt strongly that they were receivmg the traimng necessary to do 
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so, including management of the rotatmg hnd The CCZ was talung the additional step of 
obtaimng itspersom jundzca as an additional measure to insure sustamability 

An inspection v~sit was paid to the Tomoyo irngation project, and the Tomoyo-Maragua access 
road This is an impressive project, wth several interesting features to adapt to the local terrain 
There are design considerations that could have been incorporated to lower mamtenance costs 
(especially due to slltmg) These wll be discussed in greater detal m Section 6, as they generally 
apply to all three CSs 

Jana! Cuchu was vlsited to meet wth the Association of Producers m Greenhouses (API) and 
receive a detaded explanation of the production, momtomg, and marketing of lettuce The 
association seems well orgamzed, and understands the techques of greenhouse management as 
well as the importance of product quahty control 

Several commumty members spoke about how greenhouse production had ra&cally changed their 
lives and that of the community Along wth changes involvmg mcreased farmly income, a very 
important change had occurred m the commumty itself Whereas people m the commumty 
previously had to travel to Sucre to purchase simple medicines, e g , aspmn, aka-seltzer, etc , a 
local store had opened and began carrylng these and other basic needs Ths was prompted by the 
nse in lncomes m the commumty as a result of the greenhouses 

An mterestmg lesson was learned m the sale of the lettuce htially the producers tned to sell the 
production themselves, but thls faded They then h e d  a person to market  the^ produce in Sucre, 
for whch he receives a comss ion  of the sales An important lesson that could eady be lost is 
that specialization is the key to market efficiency Anyone contemplating a marketing program 
including the three CSs should avoid the temptation to convert producers into marketers, a 
senously flawed idea from the outset 

The next vmt was to Rodeo where a meetmg w~th the CCZs fiom Rodeo, Antora, and Kutun was 
held Most of the questionmg focused on the management of the rotating fimd There was a 
strong Interest in mcreasing the f h d ,  as the CCZs believed that the cornmumties had the 
managed expenence and capacity to handle larger amounts of money The discussion was 
conducted m an env~ronment of increased self-confidence demonstrated by the participants 

Chunpa Rodeo was the h a l  commumty vlsited in t h s  area where traditional and improved 
storage methods for potatoes were mspected The traditional method, usually on or under the 
ground, allows for storage only until the rams begm Improved storage pemts  storage for about 
six months wthout senous deletenous effects 

3 3 4 3  ADRA 

Dunng the penod of June 20 through 24, seven cornmumties were vlsited m the prownces of Nor 
and Sud Cmti m the department of Chuquisaca These seven were selected by ADRA as 
representative of the types of cornmumties in whch ADRA is workmg, as well as types of 
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activities involved 

Kellu Kellu was the first cornmumty visited ADRA's interventions included irngation and road 
infrastructure, and seed potato production along with techcal assistance and trairung The 
comrnuuty is compnsed of 59 f d e s ,  of which 16 are participants in the imgation infrastructure 
act~vity that w d  lrngate 16 hectares of potatoes, maize, and horticultural crops The remainmg 
farmlies are cultlvatlng barley and wheat on their plots above the irngated lands Average land 
size is 0 5-1 0 hectare, and there appears to be no additional land that can be brought into 
cultivation Potato production is dmded into 40% consumption, 30% for seed, and 30% for sale 
On imgated lands, the producers have smtched to growng certified seed potatoes for sale to 

neighbonng commuruties in order to unprove household income 

There are community orgamzations, such as the Agriculture, Imgation, and Road Comt tees  
that oversee the operation and mmtenance of the infi-astructure, as well as manage the rotatlng 
knd mtially established to provide access to certified seed potatoes The comrnuruty expressed a 
strong mtention to mamtan both the irngation system and the road as the group understood how 
cntlcal these were to then economc well being 

The rural infrastructure was bullt under the aegis of Food for Work When questioned about 
possible d~sincentive effects of food, the comrnumty response was that, on the contrary, the food 
had allowed the activities to move forward, as the participants would otherwise have had to 
mgrate to other areas (Santa Cruz, northern Argentina) to find work in order to buy food and 
provide for their f d e s  

Huancarm was the next comrnumty visited, and irngation and roads were the major rnterventions 
supported by techcal assistanceand tramng The imgation system, compnslng 200 m of 
cement-hned divers~on canal, a 30 cubic meter storage tank, and 1,200 m of distribution canal, 
was constructed through the combrned input fiom the commumty, the mumcipal government, and 
ADRA The system wlll imgate 15 hectares of potato, maize, barley, wheat, and broad bean 
production for 15 fmbes  Average land-holding is 1 25 hectares per fmly ,  of whch, 0 25 is 
under mgation A water admstrator Ouez de agua) normnated by the comrnumty is responsible 
for overseeing the operation and mamtenance of the lrngation system The commuruty mamfested 
its clear understandmg of and comtment  to the maintenance of the system once ADRA leaves 

Sale of apcultural produce is usually done at the farm gate to an intermediary who either pays 
immediately or once the produce is sold m the market Conversely, producers sometimes contract 
transport and sell duectly m major markets, e g , Potosl, Santa Cruz, La Paz, etc They use a 
system of market ~nformation to detemne whch method is best, denved from either radio 
broadcasts or people they send to gather information first-hand in the markets The comrnumty is 
sohciting additional collaboration fiom ADRA to improve 2 km of access road and h e  additional 
irngation canals 

Carnblaya was visited next, and mgation and roads were inspected Eight lulometers of road 
were improved, rnvolvlng 70 participants under the Food for Work format Completion of ths 
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has had a sigdicant Impact on the commerclallzat~on of production as prewously agncultural 
product~on had to be carned by mule to a point on the major road, where it was sold to an 
lntermedlary The producers were at a distinct d~sadvantage because they had already invested in 
getting the produce to that polnt, and were under great pressure to accept whatever pnce was 
offered 

The opemng of the access road has pemtted a vanety of sales procedures farm-gate (m cash or 
on cons~gnment) or directly m markets of Tanja or Carnargo Again, the commumty makes the 
decision based upon pnce information wa Radio Tmja or frorn a commuruty member sent to 
gather the mformat~on Thlrty percent of potatoes 30% was used for consumpt~on IS, 40% for 
seed, and 30% for sale A greater proportion of fruit production is comrnerc~al~zed 

The Irngatlon system allows 70 farmlies to mgate up to 1 5 hectares/famdy and pemts  two 
crops per year, where before, only one was poss~ble Y~elds are reported to reach about a 10-fold 
Increase for potatoes and a 25-fold Increase for broad beans (over the volume of seed planted ) 

The comumty agncultural c o m t t e e  also manages a rotating hnd  that is used pnnclpally to 
purchase c e d e d  seed potatoes Repayment 1s based upon the value of the seed potato pnce at 
tune of harvest An addit~onal amount is pad to cover the admmstrative costs of the f h d  
Combmed, these compnse a "mamtenance of value" aspect of the fund To date, the find has 
recovered 70% of ~ t s  d~sbursements m 1997 and 80% m 1998 The process IS on-gomg, and the 
commumty expects to recover all overdue accounts eventually Currently, the fund has cap~tal 
worth Bs$25,000 (US $4,400) 

Sacan, the next cornmuruty vlsited, had Improved a market access road using Food for Work 
The road now pemts  a greater range of sales opt~ons Previously, the sale of produce mmored 
that descnbe above m Camblaya Now, based upon pnce mforrnation recelved vla rad~o, 
telephone, or frorn a cornmuruty member, products can e~ther be sold at the farm gate, or 
transported to markets such as Cochabamba, Santa Elena, or Incahauasi Potato product~on 1s 
usually hstnbuted 30% for consumpt~on, 30% for seed, and 40% for sale For maue, the 
corresponding percentages are 30% consumpt~on, 10% for seed, 20% for malung chicha, (a local 
beer) and 40% for sale Average farm slze IS I 0 hectare/farmly 

An agriculture comrmttee elected by all comrnunlty members adrmmsters the rotatmg find Its 
mam hnction has been to promde certified potato seed To date, the 1998 the recovery rate IS 

50% of dlsbursements However, the comrmttee is continuing ~ t s  efforts to collect all of the 
dehquent debt, and has adjusted payments m accordance wlth each borrower's abll~ty to pay 
based pmc~pally upon the respective product~on of each The c o m t t e e  expressed confidence 
that all loans would eventually be recovered, and that commumty members would be wrlllng to 
increase their lndivldual contnbut~on f need be to mantam the hnd  

In Palca Pata, a meeting was held with the producers' comrmttee and other commumty members 
to d~scuss the lmgatlon project, productlon of potatoes and garl~c under that system, and the 
operation of the rotatrng hnd The mgation project had begun under joint Chuquisaca 
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Sud/ADRA collaboration It mgates 85 hectares involvmg 42 fmhes,  and averages 2 
hectares/fmly Thus far, it has pemtted two potato crops per year, and now the producers are 
broademng their crops to include garl~c that is marketed in Santa Cnrz for export to Argentma A 
"pee de aguas" admmsters the irngation system under the supervision of the Comrmttee A 
potato product~on comrmttee also exlsts comprising 52 members who administers the rotating 
find It was not possible to establish the details of the fund dunng the vislt 

In Suma~a a meeting was held wth members of the producers cormttee to dlscuss the 
improvements to 13 krn and construction of an additional 3 km of access road Land holding is 
about 1 0 ha per farmly, and all production is based upon radial1 The road lacks the drainage 
and other structures necessary for its maintenance These are expected to be imtiated later ths  
year The road has allowed intermediaries to reach the cornmumty, as production is sold at the 
farm gate due to the relatively greater distance to markets A rotatrng hnd is managed by the 28- 
member agriculture comrmttee, but no detaded lnformation on its hctiorung could be obtamed 
beyond that it is used for purchasmg improved seed potatoes 

El Centro was the final comrnumty vlsited It was the largest commumty, and appeared to be the 
best orgamzed and In possession of the best agncultural resources and potential The imgation 
system was the focal point of the vlsit It includes a reservoir that ~ 1 1  have a capacity of 1,500 - 
2,000 cubic meters of water when kl l  Thls wll imgate up to 800 hectares and mclude 173 
farmlies The system is being constructed wth the collaborabon of the comrnumty, the mumcipal 
government, the Chuquisaca Sur Project, and ADRA The murucipahty is slow at malung its 
contribution, endangenng the success of the system The commwty leaders sad that the reason 
for the delay had been resolved, and the mumcipality's support would be forthcomng When 
knct~o~lmg, the system is expected to increase the production of potatoes, garhc, omons, and 
alfalfa Alfdfa wll be used for mcreasing mlk production, garhc and onlons for sale in Santa 
Cruz and possible export, and potatoes m Tanja Market pnce lnformation is obtamed from 
Radio Tmja and community members Sales are made either at the f m  gate or m one of the 
markets hsted above 

The second infrastructure project was a potato sortmg and storage building constructed wth 
ADRA support in food and matenals and wth commumty labor The facdity has a capacity of 
100 MT Potatoes are graded and store according to use, e g , certified seed, commercial sale for 
consumption An agncultural cornrmttee manages the activity 

With imgation, the comrnumty has been able to produce two crops of potatoes t h s  past year Of 
the first crop, 30% was consumed, 30% saved as seed, and 40% sold Of the second crop, 100% 
was sold Garhc is bemg planted for the first time, wth the idea of sale m Santa Cruz and 
eventual export to Brazd 

The rotatmg hnd is fimct~omng and although recovery rates could not be obtamed, the 
commumty is p l m g  to increase its contributions gradually to mamtam fund value and even 
expand its size If possible 
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3 3 5 Strengths and Weaknesses by Cooperating Sponsor 

A major strength of PC1 is its proactive approach to multi-institutional collaboration It focuses 
resources and allows for important activlties to take place whlch othenvlse would not have been 
posslble The Sacabamba lmgation project and the Challuma-Totora Pampa access road are two 
examples where thls collaboration w11 effectively improve the lives of food-insecure cornmumties 

It 1s also obwous that the impact of the PC1 program to improve agncultural productivity in 
potato production has been an outstanding success Some commun~ties report up to a 40-fold 
increase m yelds The combination of the avalabihty of improved genetic matenal, the financial 
assistance prowded by the rotatmg fhd, and the presence of PC1 techcians has contributed to 
the local producers achlevmg these g a s  The program has exemphfied the collaboration 
between communtties and external agents, especially the communrty's being able to express what 
it needs and the program techcians' vvlllmgness to hsten and assist 

Another strength of the PC1 approach m agriculture is that stafftry to m a m e  human resources 
by "outsourcmg" vanous parts of an actiwty, such as pre-feasibhty studies, etc , so that the 
h t e d  staff can take a more supemsory role and thus expand program 'reach ' 

As wth the other CSs, PC1 is inadequately staffed to handle the marketing aspects of the DAP 
This may be a result of its strategx approach of first Increasing production, and then tumng 
attention to marketing the mcrease It is clear from all intemews that thls is not how producers 
view therr world Almost all participants indicated that 40% of their product~on was sold, and 
only 30% consumed Thls would argue for a strong marketing component fiom the outset It is 
also cunous that although PC1 has a strong intervention in building access roads, fUndamentally a 
marketmg activity, it contmues to beheve that it has no marketing element in its income 
generationlagnculture component of the DAP 

A second potentla1 weakness is the need to clan@ operational and mamtenance regulations and 
procedures for the irngation systems and imgation comt t ees  From intemews wth 
partrcipants, ths seemed to be a somewhat ill defined aspect of these interventions 

The most stnlung aspect of the FHI agncultural program and ~ t s  greatest strength 1s the five-phase 
approach it has adopted to manage activlties m each commumty Its umque value hes in defirung 
exactly what change is deslred, and thereby d e t e m n g  at what point FHT should leave a given 
commu~llty Although reference dates are attached to each phase, the approach seems to be more 
output dnven than calendar dnven, appropnately so 

It is also obwous that the unpact of the FHI program to improve agncultural productivity has 
been an outstandmg success Some cornmumties report up to a 40-fold Increase m ylelds The 
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combination of the ava~lability of improved genetic matenal, financial assistance prowded by the 
rotating fkd ,  and the continual presence of FHI technicians has contnbuted to the local 
producers achlevlng these gains The program has exemplified the collaboration between 
comrnumtles and external agents, especially the commuruty's being able to express what it needs 
and the FHT techrucians' wllingness to listen and assist 

Another strength is strong techntcal staff in agncultural production and orgmation, coupled 
wth a number of manuals whch are relevant, understandable, and effectwe in transrmtting the 
essential concepts of an activlty to the participants, e g , irrigation 

As with the other CSs, FHI does not seem to have the necessary techcal expertise to carry out 
cntical marketing actiwty Although FHI has an econonust on its staff, and a just-hued 
agncultural economcs Masters-degree holder, the marketmg endeavor does not mamfest a strong 
knowledge of certain basic marketmg prmciples, e g , s p e c ~ h t ~ o n  

A second weakness is that FM appears somewhat less disposed to collaborate wth other 
institutions FHI contends that there are few wable NGOs m the zone m whch it is workmg, but 
the notable and effectwe collaboration between ADRA and Chuqulsaca Sur, or PC1 and nCA, for 
example, does not appear to be present m FHI activities At least it was not hghhghted in the 
commumfies w slted 

An essential strength of the ADRA program is its correlation wth the desnes and aspirations 
mamfested in each of the commumtles wsited Along wth the expression that each actlvity had 
sprung imtially from commumty imtiatwe and ADRA was helpmg those Ideas to become reality, 
there was a clear understandlng that ADRA would someday leave and it would be up to the 
commumty to carry on In every mstance when ths  issue was rased, the commuruty response 
was that they were gettmg the help they needed so that they could contmue, and were comt t ed  
to do so Many used the term "transformed" when tallung about the unpact these activities would 
have on their lives and those of their famhes 

It is also ubwous that the ADRA program to improve agncultural productlwty in potato 
production has been an outstanding success Some commumties report up to a 40-fold increase m 
yelds The combination of the avadabhty of unproved genetic matenal, financial assistance 
provided by the rotatmg hnd, and the presence of ADRA techaans  has contnbuted to the local 
producers achlevmg these g m s  The program has exemplified the collaboration between 
communltles and external agents, especially the commumty's being able to express what it needs 
and the ADRA techrucians' willingness to hsten and asslst 

A second strength of the program has been the thoughthl use of food m Food for Work actwties 
When questioned about dismcentives or other possible negative unpacts, partlapants noted two 

unportant facts First, the food rations helped them carry out the work because m these 
commurufies it was usually necessary to mtgrate dunng part of the year to obtan work to support 
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their farmlies Without the food, there would have been fewer persons in the commumty to 
provlde the labor contnbution to the IIlfrastructure activities Also, there seems to be an acute 
food shortage in these cornmumties which corresponds to the agncultural production cycle 
Prowsion of food at these times through Food for Work would seem to be an appropnate 
nutigation techmque At the same time, of course, the ac t i~ ty  itself addresses chroruc food 
insecurity 

The most apparent weakness in the ADRA agncultural program deals wth  comrnerc~alization 
The lnterventlons seem to be too much supply-dnven, and the demand side is left rather 111 
defined Discussions with ADRA staff lead to the conclusion that many basic concepts of 
marketing are not well understood 

A second weakness mvolves infrastructure projects Most unportant among these is the standard 
prachce of dong road platform lrnprovements m advance of dramage and other eroslon control 
works The result has been that these works, when done, are often incomplete or badly carried 
out Ths was apparent on all roads visited The result is twofold First, there is a loss of 
potential economc benefit that an access road represents Second, there are negative 
enwonmental cansequences that must be remedied 

A thrd potential weakness IS the absence of clearly defined procedures for managmg both 
imgation mamtenance and the rotatmg hnd The cornmurunes mvolved have made strong verbal 
comtments, and these, If supported by a strong "1Ilforma.l' social structure that compels 
compliance, may avoid a senous issue related to sustamabiltty 

3 3 6 Summary 

The overall conclusion is that the agncultural segment of the DAP is fhdamentally sound Each 
of the CSs has a shghtly diffenng approach, but m general, all are addressmg the root causes of 
food msecunty Ths IS confirmed by the comments rece~ved from participants interwewed in 
the~r cornmumties Interviews also confirmed that the ongm and eventual ownershp of specific 
interventions m each comrnuruty resides wth the commuruty, not the CS 

However, there 1s a need for some greater attention to certm spec& details, e g , marketing, 
eroslon control, reduced sed~mentation of lmgatlon canals, exlt strateges in order to full 
sustamabhty, and others These aspect d be discussed m greater detad in Section 6 

3.4 FOOD-FOR-EDUCATION 

3 4 1 General Problem Statement 

Bohvla has one of the hghest ~lhteracy rates m the Amencas, 20% for the general population, 
27 7% for women Contnbutmg factors are low school enrollment, generally low quahty 
education particularly m the rural areas, and hgh drop-out rates &Is are particular vlctims 

Bolivla Title-II M d  Term Evaluaon Page 42 / 



Recogruzlng these issues, three years ago in conjunction w~th substantial financmg from the World 
Bank, the GOB published major legislation aimed at correcting thls situation over the long term 
Ths legislation includes the complete rewnting of all school cumcula, prowslon of books and 
other educational matenals to all classrooms, the refixbishng or reconstruction of many schools 
m the country, the use of indigenous languages, and the penodic tranmg and ongoing supervision 

of teachers The Educabonal Reform Law supports a sigruficant reorgmzation of the school 
system throughout Bohia 

At the speclfic behest of the-then Fmt Lady of Bolima, USAIDh3 and the Title I1 Cooperatmg 
Sponsors decided to support the Education Reform Law m the current DAP cycle The 
methodofogy chosen to do so is the Food-for-Education component, implemented by all three 
CSs The program is based on the idea that hot breakfasts reduce school drop-outs as well as 
Increase students' abillty to learn The Food For Educat~on program is considered by the GOB as 
an integral part of ~ t s  efforts at educational reform and improving cond~tions in rural schools 

3 4 2 General Objectwe and Strateges 

The objectwe of the component is enhance the econormc earrung potential of rural chldren by 
keeping them 111 school thereby gmng them a better chance to contlnue on to Secondary school 
and beyond The a m  IS to decrease the rate of school drop-outs, particularly m Grades Four 
through Eight, and mcrease the number of grrls who graduate from the Eighth Grade 

The strategy to do so is based on the economc eamng potentlal of young g d s  by offenng a 
school meal program that is sufficiently attractive that it is m the economc Interest of the rural 
famly that the young gul (and her brother, too) come to s~hool each day, and eventually 
complete the pnmary school curriculum 

There are several mdlrect effects also One wdely reported by teachers is an Increase in cogrutwe 
abillty that the chlldren demonstrate after eatmg the food Gwen the poverty of the zones in 
whch the Title I1 DAPs operate, a number of chldren come to school wthout havlng had any 
breakfast at home School officials wdely report that the dellvery of a school meal sometime 
dunng the momng makes the chlldren more alert and energzed for the remamder of the day A 
second mdxect effect may be some nutntional gains that come about because of the ratlon 

The ration has been standardued among the three NGOs at 2 6 kg per schoolchdd per month 
As c m e d  out in the majonty of schools, t h s  ration allows the cMd to have a hot dnnk of CSB 
pomdge three or four tunes a week, a 6 to 8 ounce bread roll every day, and an oatmeal-like 
pomdge of bdgur wheat m c e  a week Sugar, cookmg oil, cocoa and salt are purchased locally 
by the CSs to complement the imported food ratlon In one area (as wdl be seen), the chldren 
benefit fitom a servlng of hgh-protem lent~ls M c e  a week also 

'unl~ke Cooperatmg Spomrs carryrig out school feedmg m some parts of the world, the Bol~vlan NGOs do 
not measure nutnbonal lmpact 
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Other key components of the NGOs' programng are (1) the establishment at each school of a 
parents' oversight committee responsible for supervision of the actiwty and food preparation (all 
rations are "wet" rations, 1 e , sewed at the school), (2) a cash contnbut~on fiom each farmly for 
the purchase of firewood, yeast, condiments, transportation costs and the hke, (3) a cash 
contnbutlon tiom the munlclpallty per chld to help defiay program costs- also the mumc~pal~ty's 
assurmng responsibility to transport the food from the CS warehouse to the school on a tlmely 
basis, (4) supemslon and reporting prowded by the parents' comrmttee and the school professors 
In some isolated cases, the murucipality also contnbutes mdk, meat or other products to the 
ration 

3 4 3 Summary of Data by CS 

In FY '99, PC1 IS worlung wth 5 10 school In Cochabamba and Potosi and is del~venng a dally 
ration to 55,000 chldren Imported AER tonnage dedlcated to t h s  component is 743 MTs 

Xn FY '99, FHI is worlung wth 1,016 schools m four Departments and is delivenng a d d y  rat~on 
to 65,000 chddren Imported AER tonnage c o m t t e d  to the activity IS 993 MTs 

ADRA is workmg m FY '99 wth 441 school m Camargo and Culpina (and the La Paz, Viacha, 
Inquisiw and Quime areas) dehenng a d d y  ratlon to 32,200 chldren Imported AER tonnage 
dedlcated to the activlty is 524 MTs 

3 4 4 Findings by CS 

In field observatlons, there were not many differences between the program of one NGO and the 
others The followng are key findings Several patterns will be commented on in the Generallzed 
F~ndlngs sectlon 

3 4 4 1 Findlng for PC1 

Three schools were wsited dumg the field observation, of 154,260 and 252 chlldren each In 
Mamanaca, food had been received once in March Food storage was good Food preparation 
was accomplished by the parents group Professors reported that 80% of the chddren come to 
school wthout hawng had breakfast (a somewhat doubtfid assertion gwen the sem-urban 
character of ths school) The chldren lrke and eagerly consume the food each day, and the 
teachers note an increase In chldren's attention after the meal Two recornmendatlons were that 
mlk be added to the ration and/or that a school lunch program be Instituted In ths  school, there 
is a notable drop-off in girls' attendance m the Fourth Grade 

In Mataram, the food has been received three tmes since March Fdes of the food amval were 
mspected Food storage was good though there were reports of rats Food preparation was 
accomplished by the parents' group The chddren consume the food each day, but there were 
observatlons that they "get tired" of the same t h g  day in and day out Teachers note an mcrease 
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in chddren's attenbon after the meal at least until about 2 00 PM Two recommendations were 
that nce be added to make it a heavler ration, and a request was made for a gas stove In this 
school, there is a notable drop-off in gds' attendance m the FLfth Grade 

In Sacamamba, the food has been received three tunes smce March Food was stored on the floor 
and recornrnendabons were given to the professor to unprove the situahon There were no 
reports of rats Food preparatlon was accomphshed by the parents group, an industrial gas oven 
allows the baIung of hgh-quality bread Because of one mother's not amvlng, the food did not 
get served ths day untd 1 00 PM One-thud of chldren mte~ewed lnlcated they had come to 
school that day wthout having eaten anythmg- a figure made behevable by the rural setting of 
t h s  school Two recommendations were that rdk be added to make it a heavler ration, and for a 
school lunch program In t h s  school, there is a notable drop-off m g d s  attendance in the T h d  
and Fourth Grade 

SIX schools were vlsited dunng the field observation of 168, 150, 158,62, 132 and 175 chddren 
In Molle Molle, the food had been received once m Apd ( m a g  school had been rumng for 
two months wthout food) Food storage was adequate, but the room was also used to store 
cement Food preparauon was accomphshed by the parents' group Bread was full of ashes 
because it had been cooked m an earthen, bee-hve oven Two recommendahons were that rmlk 
be added to the rabon, and smce firewood is scarce m thrs zone, a request was made for 
assistance in b u p g  a gas stove In thls school, there is a drop-o£Fm girls' attendance m the 
Fourth Grade 

In Po~uera, the food was reported to be recerved vvlthout d&culty Food storage was good 
The professor was just startmg a file and observed that he had not received any documentation 
from h s  "nucleo " Bread was of good quahty In t h s  school, there was no drop-off m girls' 
attendance 

In Playa Ancha, the food was received once m Apnl for three months Food was being stored m a 
temporary, but adequate, structure Food preparatlon was accomphshed by the school guard, not 
the parent group Bread was of good quahty Most chddren come havmg eaten at home 
Improvement m children's energy and attenbon levels was reported In h s  school, there is a 
drop-off m guls' attendance m F&h and Surth (but not Seventh) Grades There was also an 
unexplmed drarnatx difference m g d s  m Flrst Grade, two-thuds less than normal 

In Yoroca, the food was recelved once m March for three months Food was bemg stored 
adequately, monthly registers were available and rewewed Food preparation was accomphshed 
by the mothers m a dmgy, smoke-filled room In th s  school, there is a drop-off m grls' 
attendance m Fmt and Second Grades 

In Rodeo, the food was received once m March for three months Food was bemg stored on 
somewhat nckety benches but adequately, pans were observed to be quite dlrty There IS a 
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substantial ravme between where the food is cooked and the school, makmg one question how the 
mothers manage to get the hquid ratlons to the chddren at all Chldren were reported more alert 
after the ration Ths is a zone where firewood is very scarce and the school requested 
project support to buy a gas stove The request "was taken into consideration but no promses 
could be made " In th s  school, there is a drop-off m grls' attendance ~n Thlrd and Fifth Grade 

In Ckara Ckara, the food was received once m March for three months and food stocks had been 
exhausted at time of the vlsit Coolung takes place m the open air The professor is trylng to get 
financing for an industrial oven for break-makmg Chldren were reported more alert after the 
ration, though most m v e  to school havlng eaten at home In t h s  school, there is a sigmficant 
difference in guls' attendance m Pre-school, Second and Fourth Grade 

3 4 4 2 Fmdmg for ADRA 

Four schools were vlslted d m g  the field observation of 190,29,73 and 271 chrldren In 
Muphn ,  the food had been received for the second tune in May Food storage was adequate, 
but the room was also used to store cement Food records were found not to be up-to-date, and, 
in fact, filled m m advance Food preparation was bemg accomplished by the mothers, but when 
the cornmodrties for the day were weighed, the ration was found to be 25% short The quality of 
ADRA supemsion in ths  school may need study In ths  school, there is a marked drop-off m 
gnls' attendance m the Sixth Grade, less than half of boys 

In Carusla, the food had been received for the second tune in May Food storage was adequate 
Food records were up-to-date The teacher reported that four out of five chddren come to school 
m t h s  smaU rural school not hamg had anythmg to eat beforehand Twice a week, the program 
provldes lenbls to the chldren that are enthusiashcally received One suggestion was that the 
project assist the school in purchasmg an oven for bread-rnakmg In t h s  small school, there is no 
difference m boys' and gnls' attendance 

In Villa Flores, the food had been received for the second tune m May Food storage was 
adequate Food records were not bemg used properly Food storage was good Twce a week, 
the program provldes lentlls to the chddren that are enthusiashcally received Because of the 
school feedmg program, ths  school has been able to go to unsnterrupted teachmg (hora confirma) 
thus improving the quality of the education In th s  school, there are si@cantly fewer guls than 
boys m Flrst and F&h Grade 

In Vllla Abecla, (the largest and best-equipped school vlsited dumg field observa~ons), the 
program hnctions under the competent oversight of a woman president of the parents' 
cornnuttee Food is prepared by a full-tune cook hued by the mumcipality, also the mayor 
contributes rmlk and meat to the ration, malung ths  a signdcant part of the chddren's dady diet 
Ths school IS atypical of the program in almost every respect Still, for g d s  there IS a dramatrc 
Merence in Seventh Grade, one-thud attendance compared to boys In ths  sem-urban schooi 
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3 4 5 Strengths and Weaknesses by CS 

PCI's Food For Education program works wth larger schools, as evldenced by the AER figures 
It distnbutes once every two months The PC1 warehouses in La Paz and Cochabamba were 
vlsited dunng field observations and, except for a need for better cleamng m the Cochabamba 
warehouse, all files and operations were found to be m order PCI's FFE has a staff of one 
regional supemsor and three field st& who msit each school three times dumg the school year 
There were no sigmficant weaknesses noted m the management of the program 

FHl's Food For Education program works wth smaller schools, as evldenced by the AER figures 
It d~stnbutes once every three months The FHI warehouses m La Paz and Sucre were wslted 

during field observations Sucre files and operatlons were found In order In La Paz, FM 
recently sustalned an audit from the Regronal Inspector General (RIG) The RIG'S wntten report 
has not yet been prepared, but FHI has made some adjustments to ~ t s  operat~ons supposedly as a 
result of RIG recommendations In order to cut down on lnternal loss reports, one shpment's 
shortfalls are being made up from others m order to show 'clean' receipt Tbs complicates the 
paper trad, IS counter-productwe to transparent warehouse management, and 1s almost surely a 
local ms-mterpretatlon of what the RIG recornrnendat~on wdl eventually suggest lo FHI's FFE 
program has a staff of one natlonal supervlsor and four field s W w h o  vlslt each school three 
times dunng the school year There were no sigmficant weaknesses noted m the management of 
the program 

ADRA's Food For Education program works with smaller schools, as evldenced by the AER 
figures It distnbutes once every two months One innovation of ADRA, and also of M, is the 
interpretation that all schools in the project areas d l  eventually be included m the Educational 
Reform, thus the program works wth all, not just the ones designated as in Stage Two of the 
Educational Reform The ADRA warehouse in Carnargo was vlsited dunng field observations 
and files and operatlons were found m order ADRA's FFE program has a st& of one national 
supemsor and four field staffwho vlsit each school three times dunng the school year There 
may be some weaknesses in the schools' abhty to mantam appropnate rnventory records, as well 
as in the schools' adequately t r achg  food consumption However, the sample slze of field 
observations was too small for thls to be a generahzed findmg The national hector ~ndicated 
that ADRA had to make sigruficant adjustments last year, mcludlng the hmng of additional field 
supemsors to bmg the program under adequate managenal control, so perhaps some of those 
gans have yet to be consohdated 

3 4 6 Generalized Strengths and Weaknesses 

Process Observations 

In general terms, for all three NGOs, the FFE seems to be a smoothly rumng Iogstical operabon 

'O~hls is observatron IS not meant to suggest any anomalies m warehouse stock or commod~ty ms-use but only 
poor paperwork Receipt of the RIG document wdl help clanfy what is the substance of the recommendahon 
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Warehouse management and food d~stnbution ewdently take place wthout major disruptions 
once the food arnves in the country (There have been some delays in the food's amval in years 
past, however ) There is a two-month delay in startmg up food distnbution whch could perhaps 
be shortened in CY '00 now that the program has become well known m the vanous school 
d~stncts 

FFE field personnel wsit each school three t~mes a year Given a hstoncal context where pnor to 
these DAPs, FFE was not run as carefXy as it is now, perhaps there was the need for such a level 
of supervision Now, however, st& make a distmcbon between the larger, pen-urban and nucleo 
schools where three vlsits a year are stdl required, and the smaller, isolated rural schools where 
the parents' comrmttee takes such care of the project that three msits per year are probably 
excessive 

There were numerous comments and suggestions throughout the field observation that the ratlon 
codd be maeased In fact, the evaluators beheve that takmg into account the long log~stics cham 
that extends from the U S fanner to rural Bollwan chldren, the quantity that comes out at the 
end of the system is rather small one hand-sized bread roll and a glass of hot CSB on most 
momngs There are successfUl expenences addmg lentils, rmlk and meat to the program whch 
mcrease the program's output 

Currently, schools without gas ovens are cookmg the rations over wood fires for usually two 
hours a day- sometunes even out m the open In many places where wood is not avadable, the 
chddren bring m branches of bushes every day The enmronrnentd damage m tree-scarce Bolivla 
could be considerable as a result In larger school mthout gas ovens, schools mth 150 chlldren 
or more for mstance, substantial enwonmental damage is Zrkely resultrng fiom the program 

Program documentation calls for a school "breakfastn However, it is physically mpossible for the 
volunteer mothers to take care of then own f d y  needs, get to the school to begm the two-hour 
cooking process and serve before 10 30 AM In any case, 10 30 is the tune of 'first recess' in 
most schools Some schools even vary food distribution to coincide wth 'second recess' and 
serve the ration as late as 1 1 30 and still acheve good success 

ADRA and FHI are conceivmg of the project as dlrected to all schooIs m their target area, since 
sooner or later all schools are meant are to be mcorporated into the Educational Reform program 
Thls seems like an appropnate strategy gwen the mdespread poverty charactenstic of these 

zones At the same tune, it elinmates any h t  of I s c m a t i o n  and avoids the drfficult task of 
trymg to explan why the most geographcally isolated and smallest schools do not benefit from 
the program 

The program is m e d  to lrnprove education by makmg the school a better leanvng envlronrnent 
Outside the school compound, frequently the NGO is undertalung a health actiwty, or a potable 
water or santtation project, or a hygene education actmty It seems somewhat 'tunnel-wsioned' 
for the NGO to be promotmg one-on-one actimtles m the village wthout addressing the collective 
needs of the vlllage rn the school settmg at the same tme 
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There are some statistical inconsistencies in record keeping between h4mstr-y data at the school 
and Distnct that are causmg codusion in the CSs regarding the real school numbers 

The amount of counterpart contnbution bemg charged to the murucipahties vanes fiom NGO to 
NGO, for no vahd reason 

One penpheral, health related activity proposed by the NGOs, de-womg,  is being carned out 
wth mumcipal hnds in some project areas fiom FY 1999 Two other activlties, testmg for 
hemng and testmg for eyesight, are not being carned out by any of the three NGOs Testlng for 
vlsion (at least) requlres only m m a l  tranmg, and could easily be included m the CS supemsors' 
responsibihties 

Impact Observaaons 

Field observations Indicate that in almost every school m one grade or another, something 
negative is happenmg to p l s '  enrollment m one grade or another, and enhanced female 
graduatron is an exphcit project goal NGOs have not d~rected any attention to thls Issue, havlng 
limted themselves to supemsmg the log~stics aspects of the project 

Several years ago for budget reasons, the NGOs took the decision to reduce the food rations fiom 
3 kg /mo to 2 6 kg Also when the goal of Food for Education was taken out of the USAID/B1s 
Health Strategic Objective and put in the Econormc Development SO, it seems that a concern 
~ t h  the program's nutnbonal consequences was also lost It would be interestmg- even lf on a 
pilot basis and in a few sentmel sites- to know what the duence  of the ration is on the fmly's 
food basket (1 e its economc attractiveness) It would also be mterestmg to see whether the 
delivery of food to rural Boliwan chldren is producmg any nutritional gams ADRA and FHI 
have tramed nutntiomsts who could look at these question, if only from a 'case-study' point of 
mew 

Finally, all knowledgeable observers know that unproved education is multi-causal m l e  the 
current NGO program IS directmg attention to only a very small part of the causality cham, 
program goals are expressed m terms of unproved school performance In order to be able to 
leverage more education unpact, NGOs could be t M n g  about a program directed more tightly 
to unproved edztcatron rather than simply the distribution of food 

3 4 7 Summary 

In general terms the FFE component is runrung smoothly As reported by the NGOs Annual 
Progress reports, it seems that program goals are be~ng accomplished grls' enrollment is up, as 1s 
guls' retention, and school desertion is down for both sexes As long as the international donor is 
wllhng to comrmt resources to t h s  activity, there wdl be hungry chldren who wll benefit from 
the resource transfer and the program wll hkely accomplish its goals How to pilot activlties to 
make the program more effective in achevmg its goals wdl be discussed in the Conclusions and 
Recommendations section 
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CAPACITY BUILDING 

4 1 RELATIONSHIP TO PRIVATE AND PUBLIC SECTOR DEVELOPMENT 
ACTMTIES 

Public Sector Institutions 

The Popular Participation Law has been the single most Important factor in empowerment for 
commumty orgamzatlons such as farmer w o n s  that fbnction in most rural Bolinan communities 
Under this law, cornrnumtles have been gwen the power to subrmt development requests to 
mumc~pahties for inclusion m annual budgets and operating plans Mumcipal governments receive 
funds to sponsor mfiastructure projects, health, education and other development actmties m 
their areas of junsdlction 

Title I1 CSs have been able to enhance ther programs under the Participation Law Capacity 
building and sustamability have increased m several aspects of the Title I1 program as a result 
Tltle I1 program coordinators consult wth mumcipal governments to support speclfic actlvlties, 
thus obtamng a degree of ownershp on behalf of local partners One example 1s the school- 
feed~ng program, where mumcipahties contribute a fee per student towards school breakfasts, and 
cover the transport costs for the food In some mumcipalities, hnds have been contnbuted for 
irngatlon projects, roads, and construction and equipment of health posts All mumcipalities are 
requlred to finance the Basic Health Plan, under whch funds are gwen to distnct and area 
hospitals to cover health care costs for pabents CSs play a role m prowding lnformatlon and 
guidance to mumcipal governments regardmg needed areas of support especially health, an area 
that is often not a mumcipal pnonty 

Capacity bulldmg is also enhanced through the relationshp of the CS wlth MOH institutions All 
CSs partlapate in CAI meetings where health data are analyzed, actinties are evaluated and 
decisions take place The capacity of MOH semces to meet the needs of the population 
adequately can be improved through the relatlonshlp with Title 11 MCH programs, lf mstitution 
bulldmg objectives are included in annual operating plans This has not been the case among the 
three CS to date 

Areas that need strengthemng are trarmg and supermion for CHWs and traditional buth 
attendants, unproved logistics systems to supply health posts and CHWs wth basic medicines, 
and an Incentive program for volunteers 

As mentioned m the section on education, perhaps there IS a role for the CSs to strengthen the 
quallty of education of Mimstry of Educabon teachers that is presently being mssed 

PC1 promotes multl-mstltutional collabora~on m agriculture and road construction In 
Sacabamba, a large lrngation system is bemg built w th  contnbutions from PCI, JICA, CPA, the 
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mumc~pahty and the commumty In Tacopaya, a road improvement project ts a combmed effort 
involving PCI, FDC, JICA, the mumcipahty, and the communtties In health, PC1 coordinates 
closely wth MOH services, and in W&S with PROSABAR, "Desarrollo Comumtmo" and 
CERES 

ADRA has some collaborative relationshps, notably for the development of an trngation system 
m El Centro that IS bemg constructed wth the murucipal government and the Chuquisaca Sur 
project In health, ADRA coordtnates some activities wth Esperanza Bolivla in Camargo and San 
Lucas 

Although I33 coordrnates with other mstitutions in the Tomoyo mgatton project in Potost, FHI 
seems the least disposed of the three CS to mter-tnsbtutional collaborat~on Joint activtttes 
between the CS and other agencies m terms of tramng, supervision or techcal  aspects, wth the 
purpose of enhancmg the capacity of local orgamzattons were not apparent 

4 2 COMMUNITY PARTICIPATION 

All CSs work wth commumty volunteers m the MCH component PC1 trams CHWs and TBAs 
and M s  them to health services where feasible to provlde contlnued t r m n g  and support FHI 
trams and supervises volunteers, and is worlung with mumcipal governments to improve 
incentives and contmued support ADRA trains three types of volunteers--CHWs, early 
chtldhood development promoters and home econormcs promoters CHWs are prowded wth 
credentials by the MOH, and ADRA is discussing other mcentives wth munxtpal governments 
The stronger the hks between volunteers and permanent mstitutions, the better are the chances 
these volunteers wdl contlnue to be active after the LOP 

Vtllage water comt tees  are formed m comrnuntties where W&S projects have been 
implemented, and are talung responsibility for the water system In many cases, tanffs are being 
collected to cover mamtenance costs 

In the food for education program, parent oversight comt t ee s  have been formed to supemse 
food preparation Farmlies contnbute cash to purchase additional food items used to prepare 
meals wth the donated food 

In agriculture, commumty organizations oversee the operation and mamtenance of infi-astructure 
works and manage a rotating hnd In some commmties, a "water judge" ts responsible for 
mamtenance of the mgation system FHI forms comrnumty orgarmations that prowde financing 
vla a rotating hnd These local orgarmations have learned to manage hnds and feel confident 
they wdl contlnue knctlomng after FHI, presence t e m a t e s  FHI implements a five-phase plan 
wth the objecttve of empowemg the cooperative to gradually manage its own & u s  ADRA 
enhances comrnun~ty ownershp by supporting agmultural projects that the commumty has 
dmded upon and cornmumties Indicated they are comrmtted to contmue after ADRA's departure 
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4 3 LINKAGES BETWEEN COMMUNITIES AND LOCAL INSTITUTIONS 

Generally, the CSs engage in some activities to link cornmumties to local institutions, especially in 
the case of the MCH program, where CHWs are connected to MOH semces However, these 
rela~onshps vary depending on the receptimty of the MOH personnel mvolved Although PC1 
has excellent coordination wth the MOH, in more remote areas there is no link between the area 
hospital and the commumty, nor between the rnutucipality and the commuruty in health matters 
An example is the commumty of Huellas in Ayopaya, whch has not been msited by the MOH 
audary nurse m months In these areas, the CHW received support from PCI, but now has no 
supemsion nor access to basic medicines 

Education for commumty members regardmg leadership, decision-malung, project design, 
implementation, and accounting would gwe them the slulls to be more proactive in thew own 
development The Popular Participation Law has created a mechatusm for cornrnumty projects to 
be presented to and financed by the mumcipality, however many rural commumties do not have 
the slulls to present and defend a project Ths would be an area the CS could provlde assistance 
in, especially before endmg the project cycle 

4 4 COST RECOVERY AND INCOME GENERATION 

As rnentloned above, mumipal governments are providing contnbubons for health, education and 
infrastructure projects m conjunction wth CSs and other agencies Farmhes are also malung 
contnbubons to school breakfasts and water and samtation systems Income generation activities 
have not been a major focus of the Title 11 programs, with the excepbon of agncultural 
production In the MCH program, agncultural projects, such as small ammal production, solar 
greenhouses and gardens, would help umte women and could also contribute to nutntion 

4 5 ENVIRONMENTAL AWARENESS 

From the msits to the commumties and intewews ulth PCI, FHI and ADRA staff, it is emdent 
that personnel are aware of the environmental mpact of therr projects They understand that 
good enwronmental practices are not some special category, but that good agncultural practices 
or good enpeenng are good for the enwonment There is httle doubt that enwonmental 
concerns are an integral part of the infrastructure design, traimng and techcal assistance 
activlbes 

However, there are some shortfalls in the application of these pnnciples and concerns in the 
infiastructure works vlsited dunng the evaluation A more specific &scussion of ths  is contained 
in Section 6 below 

Bohva Title-II M d  Term Evaluati* Page 52 



MANAGEMENT AND ADMINISTRATION 

5 1 General Management Issues 

A number of rnanagenal themes arose d m g  the course of the evaluation A general management 
section is broken down by NGO, followed by a d~scussion of monebzation, Call Forward 
management, collaboration, communlcaQon, human resource management and momtonng and 
indicators " 

5 1 1 General Management Issues in PC1 

One strength of PC1 is its recent efforts that operational budgets be prepared at the local level, to 
be consolidated in La Paz Ths is an important step toward devolved and decentral~zed authority, 
and in malung field offices more responsible for achevement of them annual targets 

Perhaps the most important observation for PCI, noted earher, is that it suffers from a lack of 
strategc msron m its p r o g r a m g  There are approximately 1,150 cornmumties m PCI's project 
area Because of PCI's floating health component, there is no 'anchor' to help the orgaruzat~on 
determe where it should be worlung, what programs ~t should be unplementmg m those areas, 
and what would be an appropnate allocahon of resources among each sub-component The 
health component moves from one vdlage set to another from one year to the next W&S trails 
along, trymg to supply water to all health vlllages and f a h g  farther behmd each year and FFW 
roads are budt throughout the area wth M e  reference to an overall plan or to health or W&S If 
the orgamat~on were to develop a s t ra tqc plan for w o r h g  m fifty or surty percent of those 
vlllages (say), with the goal of si@cantIy improvmg the health and hves of those partmpants, 
PC1 would be in a better posltion to dec~de when" and how to implement its health, water and 
roads interventions in those (and only those) vlllages Ths would bnng a far greater sense of 
cohesion to the program than currently emsts, where, it seems, most program responses are 
developed in isolation from what else is going on m PCI, and m response pnrnardy to mumcipal 
overtures 

PCI's expansion from four provlnces m FY '97 to thirteen provlnces m FY '98 is proving a 
tremendous challenge Management staff and systems, personnel procedures and approval and 
supemsory mechamsms that could have been quite appropnate to a small NGO seem not to be 
workmg to fhll satisfact~on Ths is completely understandable The tnphg  of any portfoho 
bnngs wth it considerable orgarmabond stress and engenders a long process of orgamz&onal 
adjustments, some capable of being planned in advance, some forced on the orgamatlon by 
immediate cnses 

 he focus of the rmd-term evaluahon R as  almost exclusively programmahc rather than admmstrmr e or 
managenal and heavy field travel effecbveb h t e d  the ET's spendlug sigdicant m e  loolung at management issues 
Nevertheless &scussions wth field staff and m f m a l  shanng among colleagues d m g  the travel brought to hght some 
subjects m the managenal realm The comments are offered to m u l a t e  NGO thkmg 
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PCI's management of finances has also suffered setbacks m FY '99 At time of the md-term 
evaluation, the orgamzation is suffenng a cash-flow cnsis whch wll have the effect of 
sigxuficantly lowenng the achievement of FY '99 targets Some of the responsibility for the 
situation lies completely outside the orgmzation a one-month delay in USAID/W's approval of 
the Flrst Call Forward due to the need for approval of IEEs, and sluggshness in the local market 
m b u p g  flour once ~t arnved Part of the cnsis lies in the orgamzation's expansion (for instance, 
the operative reserve hnd whch covered four months of expenses in a 4-promnce operation has 
now been exhausted in two months m a 13-provmce operation ) Part of it may also be 
attnbutable to inexpenence m handling a sigmficantly larger budget, and incurring penpheral 
expenses before the year's cash-flow had been assured 

PC1 field st& could benefit fiom more fiequent contact wth semor management Some feelings 
were expressed that "they don't know who we aren Though th s  is a peremal complaint in rural 
field s t a m  a country as vast as Bolivla, it is hkely that more frequent field supervzsron by semor 
managers (not just field wsits) along the lmes of that prowded by the ET, would mprove staff 
performance and also staff morale The evaluation mstnunents (Appendur H) could be used as a 
check-hst in such travel The ET would dare to suggest that each semor manager could travel 
25% of the tme, one week a month, m pursuit of such unproved cornmumcation, performance 
and morale 

Some PC1 field staffwere seen to be relatively "de-enerped" and not on the cutting edge of their 
profession Some of ths  may be attnbutable to factors mentioned above Some of lt may have to 
do mth a feehg of hamg to work ulth a too-h ted  budget, or wth too great a work-load, or 
ulth a system that does not value as much as ~t could mdmdual contnbutlons New energy and 
chansma (mrstlca), and perhaps new personnel need to be &sed to PC1 to get over ths  hump . 
Many of these issues are summed up in the term Orgmtional  Development and there are 
consultants specialized in t h s  line of work One of the first steps m an OD exerclse would be to 
conduct an "orgamzational audit" or a "climate survey," loolung at such issues as staff morale, 
remuneration, work loads, channels of commumcahon, and levels of delegated authonty PC1 
reports that it requested and received USAID approval to hue such a consultant m November, 
'98, but that knds could not be found to pay for the work PC1 would be well adwsed to hre an 
OD consultant to begm addressmg many of these Issues- m sum, to help it move fiom being a 
small N W  player to a rmd-sized one 

5 1 2 General Management Issues in FHI 

IWl seems to have handled the jump in project areas m FY 1998 qulte well FHI documents are 
clear and well wntten, descnptive, mformatlve of detds, logcal and coherent FHI annual 
reports are s d a r l y  clear and promde the reader wth a qulck picture of a well thought-out, 
coherent development program on its way to achlevmg program goals 

FHI field personnel were seen to be relatively full of energy and on the cutting edge of their jobs 
There 1s an espnt de corps m FHI and an enthusiasm for work- as well as an appreciation 
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between La Paz and regonal staff of the different roles of both Ths is excellent However, there 
were reports that sekeral key members of the staff are reachmg 'bum-out' and makmg plans to 
resrgn in the near hture Whde some of thls IS inevitable in a heavdy field-intensive operation, ~t 
should be wake-up call to semor FHI management that remed~al action may be necessary Losing 
key players would represent a setback to FHI program quahty 

FHI field staffcould benefit from more frequent contact wth seruor management Feellngs were 
expressed that "semor staffdon't know who we are" Though th s  IS a peremal complant in rural 
field staff m Bolivla, it IS lkely that more frequent field supervisron by semor managers (not just 
field visits) along the hnes provlded by the ET, would improve stflperformance and also staff 
morale The evaluatron lnstruments (Appendix H) could be used as a check-list in such travel 
The ET would dare to suggest that each semor manager could travel 25% of the time in pursurt of 
improved cornmumcabon, performance and morale l2 

One of the areas m whlch FHZ may need to look is managenal systems, unproved decentralization 
and growth of hne authonty FHI budgets are stdl done somewhat vertmlly budgets are 
prepared by La Paz staffwth little Input fiom the regons Money IS allocated on a lump-sum 
basis in program categories on cntena that are not understood by field staff Regronal officials 
were reported to 'compete' for project resources on a first-come-first-served basis, prepanng 
projects that are rewewed by FHI La Paz before fundmg IS approved FHI La Paz and the regons 
have a different mew on how 'participatory' t h s  process is In the opmon of the ET, t h s  system 
does not foster good, decentralized decision-makmg, m addition it has the effect of keepmg most 
of the financial expertise m La Paz In a related area, it was seen that h e  managers have llttle say 
over their budget or field personnel When one commumty requested what to the evaluator was 
an appropnate; request, the response of the program manager was "I wdl have to talk to my 
supenom Thus, a certam amount of "disenfranchlsementJ' is stdl a part of FHI systems In an 
orgamzation comt t ed  to cornmumty participation, devolution of managenal control and h e  
authonty are nnportant collateral concepts 

As noted in paragraph 3 2 4 2, FHI's tinancia1 system of allocatmg partial salary charges to one 
component or another- or even two different donors- may lead to conksion on the part of the 
staff and the donors who is actually bemg pad by whom Staff should be made aware of the 
components they are bemg charged to regularly Co-sharing of staff salanes among different 
donors should be avoided unless both donors are fblly aware and approve the charge 

'Span of control' is an Issue m FHI The La Paz structure was not rewewed, thus no comment 
d l  be offered Accordmg to the orgaruzatlonal structure of the Sucre office presented to the ET, 
the Sucre regonal manager has eighteen dxect reports Ths is clearly unmanageable by an order 
of magmtude Current management theory suggests the maxlmurn drect report load IS SIX to 
eight Clearly, FHI need to do some work on span of control m its regtonal offices 

l2 It should be emphasized that th~s comment is specifically not drected at FHI program managers who were 
seen to travel frequently- who were knowledgeable of thex cornmutubes and had vlsitd these villages before who were 
enthusiasbc parbcipants m the field travel 
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Echo wtll be made of the finding observation in the section on health A rewew of the EHI 1999 
PAA budget shows that 41% of costs go to personnel, an appropnate amount l3  T h t y  one 
percent goes to program equipment and matenals, again, likely an appropnate amount The 
division between components, however, IS noteworthy Of equipment money, 65% goes to 
agnculture, 28% to water and sanrtation, 4% to health- and only 0 8% on educational matenals 
Even talung mto account the capital-intensive nature of agnculture and water and wtatlon, and 
the relatively less capital-mntensive needs of health, ths  is a disproportionate divlsion of resources 
FHI needs to reconsider whether it is devoting too little of ~ t s  'spendable' resources to health, 
supposedly the glue whch holds the program together 

Many of these issues are summed up m the term Orgamzatlonal Development and there are 
consultants specmhed m ths  hne of work One of the first steps m an OD exercise would be to 
conduct an "orgatllzat~onal auditnor "cknate survey," loolung at such Issues as staffmorale, 
remuneration, work loads, channels of cornmumcation, and levels of delegated authority FHI 
would be well adwsed to h e  an OD consultant to begm addressrng many of these Issues- in 
sum, to help it move from being a small NGO player to a md-slzed one 

5 1 3 General Management Issues in ADRA 

ADRA field staff could benefit from more frequent contact w th  senlor management Though the 
situation is ADRA is better than m some NGOs, managenal vlsits are still reported by staff at only 
once every two or three months or so Though thls is a peremal problem m rural Bolivla, it is 
likely that more frequent field supewrszon by senlor managers (not just field vlslts) along the lmes 
provlded by the ET, would unprove st& performance and also staff morale The evaluation 
instruments (Appendix H) could be used as a check-hst m such travel The ET would dare to 
suggest that each senlor manager could travel 25% of the tune in pursult of improved 
commumcatlon, performance and morale Gven the geographc isolation of the Carnargo/Culp~na 
regon, it is lrkely that such travel would have to be about every SIX weeks, for a ten-day penod 

The subject of appropnate managenal dtscipline was mentioned m the section on water, wth the 
comment that it may be more dficult to discipline low performmg workers in ADRA than in 
some other orgamat~ons Three observations come to mnd One W&S staff member mght 
benefit &om disciphary act~on In health, it was observed that one field techcian of three years 
employment "doesn't We to travel to the field" and has not provlded adequate t r m g  and 
supermion to mothers' groups, cornrnumty volunteers or h s  subordinates for some time 
Moreover, in a predormnantly Quechua area, not havlng appropnate language skdk is a senous 
drawback to performance Agam in W&S, adequate supemsion and corrective strateges were 
reportedly left wtfi field staff after frequent La Paz vlsits, but were not acted upon- with 
evldentiy no sanctions unposed for non-compliance In discussions w th  ADRA leadershp in La 
- - 

l3 In the expenence of one of the evaluators, Intenswe field-based achvlhees frequently reqwe 40% of budget 
to go to staff support Also the FHI relahonshp between s a l q  support and project purchases (seeds cemea  pipe 
etc ) 1s 1 16 1 ,  m lme wth the evaluator's expenence 
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Paz, the ET was shown some recent work on personnel supemsion forms, feedback loops, self- 
assessment tools and annual momtonng and evaluation systems, wth the explanation that ADRA 
has been worhng on these areas over the last year or so The observations fiom the field would 
indicate that more work may need to be done m order to mstitutionallze unproved personnel 
systems, and reward hgh performers and discipline low performers ADRA leadershp submits 
that ~t is fully c o m t t e d  to an appropnate exerase of managenal authonty 

In a s d a r  vem, ~t appears fiom bnefly wsiting the ADRA operation m CamargoICulpma that the 
progammatic structure of that office needs to be strengthened It was reported to the ET that 
there are over 300 food-for-work projects implemented m the Camargo regon, and that ADRA is 
"dnvenl' to use food in order to generate the necessary cash flow (vla monetization) to keep the 
orgamzation afloat Whde ths  fact is not per se a bad thng, one must ask what quality of 
projects 1s being mplemented, and what level of supemsron is belng provlded Recently, four 
addltion road supemsors were hred, bmgmg the total to SIX Ths was a m u m  response 
necessary to supemse such a large number of projects To whom those engmeers report is one 
issue, another (as seen elsewhere) is whether the quality of non-road projects is up to standards 
It is ltkely that ADRA needs to look at work loads and project quality m its CamargoICulpina 
office 

One of the areas that ADRA may need to study is managenal systems, m the sense of unproved 
decentrahzation and growth of h e  authonty There was evldence dumg the tnp that line 
managers do not exercise due control over thelr portfoho or thex staff The ET postulates on the 
basis of anecdotal mformabon that a culture of "not disagreang with the bossJ1 is strll firmly in 
place in ADRA ADRA leadershp subrmts that it is worlung on thls subject, but facing cultural 
bamers that make the process a slow one, a statement the ET agrees wth More remains to be 
done, however ADRA personnel do not demonstrate some of the autonomy seen dunng other 
parts of the field observations 

Many of these Issues are summed up m the term Orgamational Development and there are 
consultants speciallzed in ths  h e  of work One of the &st steps m an OD exercise would be to 
conduct an "orgamzational audit" or "chmate survey," looktng at such issues as stamorale, 
remuneration, work loads, channels of comrnunlcation, and levels of delegated authonty ADRA 
would be well advlsed to h e  an OD consultant to begm addresslng many of these issues- in 
sum, to help it move from bemg a small NGO player to a rmd-slzed one 

5 2 Monetlzatlon Issues 

The monetization program suffered senous problems m FY 1999 because of lack of product to 
sell dunng a sur-month tune-erne As a result of ths  hatus, two thngs have happened The first 
IS a cash-flow cnsis for at least one of the CSs that wll have an impact on its abhty to complete 
FY '99 DAP targets 

The second and perhaps more severe consequence has been that the monetization program has 
suffered a setback m its effort to be seen as a rehable and senous partlapant m the wheat flour 
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market in Boliwa By being absent for an extended penod of time, Title II monetizatlon is now 
mewed by ~ t s  former clients as a secondq source of supply, usefd pnnc~pally to complement 
pnmary suppliers (Pnor to ths, these same clients used the monetmtion program as their 
principal source of supply ) The effect is that potentla1 buyers are more reluctant to participate in 

the bidding process, when they do, they offer lower pnces as a hedge agamst the heightened 
perception of nsk associated wth the monetization program 

It trill take time to regm the confidence of the marketplace, but it can be done The most 
important step that should be taken immediately is to reestablish hnks to previous buyers Ths 
can be done by c&ng on these clients and explaimng the reason for the six-month hatus, and the 
steps being taken to prevent a reoccurrence Ths wdl demonstrate that the program is not only 
interested in its own objectives, but also is concerned for ~ t s  chents' well-being Hmng a person 
wth marketing acumen m ths  regard would be a worthwhrle investment 

Three cunous and unsetthng proposals have come to hght recently regarding the monetization 
program Fmt is the idea to provide credit to purchasers Ths must be mewed wth much 
skepticism because it would have the PM take on additional responabilities and adrmmstrative 
overhead as a financial institution Second, lack of sales is not a financial Issue that can be solved 
wth a credit program, it is a creddxhty problem, as descnbed m the preceding paragraphs, and 
can only be solved ~f treated as such 

Moreover, a potenml loss of purchasing power from any delay UI payment could be expected 
The buyers are already dscountmg their offers because of the need to pay cash It would be 
unwse to tlunk they wdl rase their bids m response to a credit program 

The second item of concern is the idea that some NGO personnel stdl beIieve the monetization 
program can "time" or somehow regulate the market A recent decision of the Monetization 
Comrmttee to reject all bids presented at the first sale because the comrmttee considered them too 
low illustrates ths point Subsequent to that offering, the world market pnce for wheat flour fell, 
and has never returned to the pnce offered at that time T h h g  that the program could time 
sales to coincide wth market hlghs, or wthhold sales to force a nse m pnces, has probably 
exacerbated the current financial cnsis bang expenenced by the one CS To repeat, the only 
avenue to achevms the hlghest market c l a n g  pnce is to be a rel~able supplier and have an open, 
far, and competitive biddlng process 

The t h d  disquietmg idea is to increase the role of the monetlzation program in retail sales The 
justification for domg so seems to be the idea that collusion exlsts among the current buyers to fix 
an artificially low pnce, although the analysis done of the program m the Autumn of 1998 
concluded the opposite and no subsequent data have been produced provmg othemse It is as 
though monetlzation program, includmg the CSs member board, wew their clients as some form 
of "enemy" No busmess can long succeed wth such an attitude, and the monetizatlon program is 
wthout question a busmess A recent document produced by one of the CSs proposes to 
"[plerrmt small buyers to purchase flour through 'dlrect sales' from PM at pnces somewhat slrmlar 
to that pad by larger buyers " Thls IS the wrong approach It rncreases the adrmmstrative 
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overhead of the PM, it tries to fix a pnce rather than capture the market pnce, it makes the 
program look nsluer to potential buyers as the retail store may be seen to undercut the auction 
process, and it wll prowde additional p s t  for those in the Boliwan market who want to end the 
program because they are uncomfortable wth the level of competition it represents The most 
effective solut~on is to adjust lot slzes to allow smaller purchases 

The ET recommends that the PM take the necessary actions to reestablish regular busmess 
relationshps wth their buyers The ET also recommends that PM not move into prowding credit 
for purchases, nor expand its retad sales operation, but rather reassess the mmmum lot size as a 
way to encourage greater participation m the regular auction process by smaller-scale buyers 

5 3 Call Forwards and Food Management 

The management of Call Forwards seems to be a never-ending saga The same procedure has 
been used since the begmng of the Title 11 program, but every year problems anse The problem 
of later-than-expected arnvals of commodi~es that recently occurred in Bohwa seems to have 
resulted from a senes of factors a late date for the FY 1999 PAA revlews, a delay m the 
preparation of the IEEs for approval m the U S , and a large number of IEEs reaching USAIDjW 
far approval at roughly the same time The result was that the CSs m Bohwa were expecting an 
m v a l  in January, whch did not matenalize untd March Also, there appears to have been no 
commumcaoons from the U S to advlse of the change of date, nor were there any attempts 
locally to follow-up and make sure everythmg was happemng as planned Improved 
cornmumcation is clearly indicated if thls is to avoided m the future Also, because the CSs 
decided to subrmt their Call Fonvards early m the Fiscal Year, a "feast-or-famne" (in ths instance 
a "famne-or-feast") s~tuation occurred 

The ET recommends that the CSs, both at the country and headquarters levels, along wth 
USAII)/B and USAID/W/BHR/FFP revlew their cornmumcation procedures so that any changes 
In anticipated amval dates are known beforehand by all involved parties 

It also occurs to the ET that gwen the fact that Boliwa is one of the three countnes in the world 
where DAP authority has been delegated to the local Mission - or is about to be, all the steps of 
Call Forward rewew by the CS1s Head Office and by USAIDIW may no longer be necessary The 
ET recommends that USAZD/B and USA.IDM/BHR/FFP, in collaborat~on wth the Cooperatmg 
Sponsors' local and headquarters st@ rewew the contmulng requirement for approval of Cali 
Forwards at fours levels It may be possible to streamline the process, especially m cons~der&on 
that local approval of DAPs may soon be fUnct~omg in Boliwa Ths  at least would e h n a t e  one 
step in the cham and gve the local Mlss~on and the NGOs more incentive to stay on top of the 
Call Forward status 

As noted elsewhere m the text, a number of CS warehouses were inspected bnefly dunng the md- 
term evaluation In general, procedures, controls and warehouse admstration seemed to be 
adequate The Mssion and the CSs are awatmg the RIG'S wntten report to see what adjustment 
may be needed, but to the ET, current NGO procedures seemed pretty 'clean' and losses are quite 
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low considering all the handlmg that takes place 

5 4 Program Shmngl Collaboration Issues 

Observabons dumg the field wsits revealed that very little collaboration or shmng exlsts among 
program components Ideally, water and sarutation should enhance the MCH program, and 
education should be prowded regardmg proper use of water and latnnes to Insure optimum use 
For ths to happen, the water systems need to be hnctlonmg whlle the MCH program is in place 
Next, little connection was observed between agnculture and nutntion Plantmg vegetable 
gardens and the production of small ammals including chckens could improve famly nutntion, 
and would be a sustamable means of mcluding mcro-nutnents rn the farmly dret The MCH 
program could rnclude education modules regardmg the preparatron and conservatron of 
vegetables, whle the agricultural component could teach M e s  how to plant and care for a 
garden Water m involved here too Once a farmly has access to water, a f d y  garden is 
possible 

Development projects can be hnked to the schools m agnculture (school gardens) and W&S 
(potable water and latnnes) The MCH program can prowde educational matenals and methods 
for teachmg health to chddren and teachers, and health mterventions can be done in the schools 
such as d e - w o m g  and testmg for wsion Resources for unprovmg the quahty of semces 
offered by schools can be obtaned fi-om mumcipal governments A key role for the CS would be 
to assist school distncts m the preparation and presentation of proposals to mu~mpalities 

On-gomg health education classes conducted by teachers have excellent sustamabdity potential 
Also, since the Title I1 school feedmg program targets a large number of schools, the potential 
impact ofjust one health education class per week is tremendous CS strateges directed toward 
educating the future generation are lastmg mvestments m quahty of life for poor farmlies Since 
CS field personnel vlsit the schools frequently, these vlsits could be maxmzed to Implement 
speclfic complementary actimties 

5 5 Cornmunlcation Issues 

During the field wsits the ET observed a somewhat vertical management structure withn several 
CSs Some make decisions at the central level regarding budgets, staffing and logistics that have 
resulted m decreased efficiency of field operations One example 1s the lack of log~stical support 
and adequate staffing in the FHI Potosi MCH program Regonal coordinators need to be heard 
regarding the real needs of thelr programs, so that decision-makers can consider thelr requests 
The gap between central management and regional programs could be lessened with more quality 
superwsory msits, as noted earlier 

Also, more frequent exposure of semor management to field staffwdl have a healthy effect on 
combatmg what is a tendency in some regonal operations m Bohwa- the intermediate stafTilock' 
on access to the boss Ths is an issue whch the ET caught hnts of dunng the field observations 
m several of the NGOs 
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5 6 Human Resources Management 

Human resources are the most valuable asset m a development mstitution, but often one not 
optimally managed Vertical structures irhbit cornmumcation flow fiom first h e  workers to the 
hgher levels of the orgarnation Field people are responsible for a t tmng program results and 
have valuable knowledge how to Improve both effectiveness and quahty, and should have a voice 

Observations during the wsits to PC1 Indicate that many health facilitators are over-burdened, 
need continued t rmng  and incentives, and are facing logistics difficulties that have not been 
responded to In FK[ some of the health staff are near burn-out and may leave the institution 
Ths would be a dlre loss to FHI, m hght of the fact that, in the opiruon of the ET, two or three of 
these professionals would be very dficult to replace, due to thelr ddcation and excellent 
techcal capacity The situation m ADRA is somewhat different m that ADRA field personnel 
have good Iogstical support and did not appear to be over burdened However, the ET observed 
wde disparity among field staffregarding commtment to program goals and techcal expertise 

The ET did not look at personnel management pohcies, so the followmg is a general suggestion 
It would be helpll for the CSs to develop job descriptions m &scussion wrth field staff, to have 
clear performance benchmarks, to provide the necessary support so each level of worker can 
perform hisher job well, and to assess progress Wce  yearly If a particular employee isn't 
worlung out, replace himher, and If someone is domg excellent work, prowde incentives to 
assure hdher permanence with the institution The quality of an NGO's performance depends 
heavlly on the quality of its front hne workers A suggestion for the CS regardmg budget cuts 
would be to cut other costs but not quality field staff 

5 7 Momtonng and Indicators 

All three CS agree that collecting data for the USAID indicators is tune-consumng and labor 
intensive In PC1 especially, the health fachtators spend an inordrnate amount of time gathenng 
data and filling out information system forms Ths was not as ewdent in the FHI and ADRA In 
spite of the work dedicated to trackmg indicators, the information does not appear to be used by 
the CS for reflection, analysis and program adjustments 

FHI is the only CS that routinely feeds information gathered m the MCH component back to the 
commumty As explaned m Chapter 3 1, FHI presents tnmester data on a poster using color 
codes to denote coverage of different mterventions Thls is the best use of the information system 
the ET has seen in MCH programs in Bohwa To make best use of the system, the information 
should also be presented to the local g o v e m g  body or fanners umon for discussion, conclusions 
and decision malung The CS role here is crucial m traimng leaders to analyze health data and 
take necessary actions based on the results Ths is empowerment 

MCH health mdicators are not yet being used m connection wth MOH semces CSs can share 
the results of tnmesterly programmmg at distnct, area, and communal CAI meetmgs and teach 
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MOH st& how to analyze and use data to Improve the quality and coverage of semces Agam, 
thls could be a crucial role for the CS, If capacity building is to take place The mu~cipality can 
also benefit from activity reports from the CS and analyze the results and implications for regional 
development As local partners become more adept at managing information and talung informed 
decisions, their capacity to meet the needs of their populations will Increase 
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CONCLUSIONS AND RECOMMENDATIONS 

6 1  HEALTH 

General Conclusions 

A good MCH program centered on sustamable preventive care through education and behaworal 
change is the best contribution CS can made toward improcmg food secunty As studies of MCH 
programs that use food donations show, food supplementsper se do not play as important a role 
m unprovmg nutritional status as do education and better prowsion of health services In 
decreasmg severe maln~tnt ion~~ FHI and ADRA have implemented sound educational programs, 
but need to reinforce provision of continued servlces by the MOH PC1 is closely hnked to MOH 
semces, but does not have a well-unplemented educational strategy The provision of quality 
cornmumty education and development of effective services wth MOH partners means an 
mtervenbon of approxunately three years m each communrty FHI spends five years per 
commulllty, ADRA two, and PC1 only one 

A key aspect of nutntion secunty whch mcludes the appropnate quantity and combination of 
mputs such as food, nutntion and health services, 1s "tlme" women havmg tune to dedicate to 
food preparation and chld care l5 The majonty of women m rural Bolivlan commumties spend 
long hours to assure the sumval of the f m l y  and are often too malnourished, 111 or tired to take 
on the added burden of ' lemng'  new practices whch only mean more duties m an already over- 
burdened hfe Food donations 'buy' women's time, because the value of the food replaces hours 
of work dedicated to food secunty activities How the CS uses ths  time is crucial, if susta~nable 
results that wd1 unprove health and nutntion in the medium term are to be obtamed Both FHI 
and ADRA are max~rmzmg the tlme women sphd  m education and preventive health activities 
However there is more need to develop strateges for empowerment, decision malung, and 
leadershp slulls so cornmumties can proceed on  the^ own once the program ends PC1 needs to 
change its community intervention strategy m order to assure the best use of women's 
participaoon 

Recommendations 

1 The ET recommends that each CS develop and implement an educational strategy for the 
MCH program whxh would mclude leanung objectives, key messages, methodology, and 
matenals The strategy should be adaptable for different audiences includrng CHWs, mothers 
and fathers, school chldren, and adolescents An mtegrated approach to health that treats the 
fmly  as a umt and includes spiritual, intellectual and emohonal aspects w11 do more to promote 
lasting changes than a narrow focus on diseases and prevention FHI has prepared an excellent 

l4 CARE/Domcan Repubhc, 1993-1 995 Impact Study March 1996, p 19 

'' PC1 Draft Concept Paper regardug use of donated foods to improve health, 1999 
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mtegrated health educational strategy in modular form Other CSs uould do well to study the 
work done by FHI to detemne its adaptabdity to their MCH programs ADRA has developed 
some good matenal in early stimulation and home admmstration, and PC1 1s workrng on 
culturally appropnate medical protocols A jomt effort to develop, produce and valldate a 
common educational strategy would be well worth the effort, and should be done soon, as the 
T~tle I1 program IS already at the rmd-term 

2 The ET recommends that each CS feed back the ~nformation bemg collected on project 
md~cators to commumties, mumcipal~ties and health service provlders for analysls and decision 
makmg At the commuruty level, an option would be to adopt a vlsual format for presentmg 
mformation to the commuruty (such as the FHI poster), whch could be prepared quarterly, 
preferably by the mothers and CHWs themselves, and presented to community leaders 
Discussion and analysls by the cornmumty wdl help commumty members understand the health 
status of women and children The purpose of this activlty is to encourage the comrnumty to 
assume respons~bihty for the health of ~ t s  chddren, and to continue collecting the ~nformat~on after 
the CS leaves 

3 The ET recommends that the CSs create an ~nter-agency techcal health cornrmttee to 
unprove the techrucal quahty of the three MCH programs Actiwties could lnclude development 
of an educational strategy, work on an unproved commumty mformaon system, innovative 
approaches to incentives for volunteers, design of pdot projects between murucipalit~es and 
cornmumties, orgamzat~on of techcal conferences and semnars, and part~cipat~on m 
mternat~onal health events related to nutntion and food secunty 

4 The ET recommends that each CS develop better Wages  between theu four T~tle 11 
components to create syirergrstic results which wll enhance food s e m t y  There IS an ideal 
relationship between agriculture (solar green houses, f m l y  gardens) and nutntion, between 
waterlsamtation and health, and between formal educat~on and reinforcement of health messages 
Rural schoolteachers and school children could easily have a role in health promotion in the 

community, and the school could be used as a tramng site for cornrnumty adult education 
(leaders, comrnumty volunteers, CAI meetmgs) Food rations could be used dunng these traimng 
events to motivate participation 

5 The ET recommends that the CSs work together to develop mno\ ative approaches to 
sustamng the achwties of CHWs in the cornmumties Sigmficant resources are spent trairung and 
supemsing CHWs, human resources who are not lrnked to any permanent structure and often 
desert It IS recommended that pilot projects be implemented m conjunction wth mumclpal 
governments to provlde financial and other ~ncentlves to CHWs, along wth linkages to local 
health semce provlders The results of these projects can be analyzed and a vlable system 
developed to keep C W s  active and motivated 

6 1 1 PC1 Conclusions and Recommendations 

The increase in the number of provmces and population whch PC1 undertook begnntng m 
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October 1997 has meant more cornmumties per health fachtator and less tune to prowde the type 
of education whch w11 lead to lastlng behawor change for farmlles and CHWs Thls expansion, 

coupled mth the rotation to new commumties every year, does little to assure sustmable health 
interventions There is no a follow-up plan to nurture the commumty after the year's food 
donauons have ended 

Regardmg performance indicators, as mentioned m the Fmdings section, PC1 proposed very 
ambitious targets in its onginal DAP, 35,000 cluldren and 14,000 women In order to reach those 
targets, it has adopted a methodology that takes it to different cornrnunlties every year Thus, the 
target for each fiscal year is actually the goal for a given number of commumties, as these 
cornmurubes wll not be part of the MCH program the followng year Gwen the expansion of 
PCI's Title II program, neither population targets nor percentages were met for most of the 
indicators in 1998 In fact, the targets may be too ambitious for a one-year mterventron 

In a country where close to half of the chddren under three years of age m rural areas suffer from 
chroruc malnutntion, a nutritional rehabhtation program is hghly relevant However, the strategy 
of food dstnbution for twelve months wth M e  follow-up or sustamabihty 1s not an effective 
means of contnbutlng to rehabihtation of malnourished chddren in the medium or long term If 
food is wewed by PC1 as mady an rncentwe for participation, spec&c health behawors expected 
of mothers after partic~pating in the PC1 program need to be deterrmned The educatronal 
program should prepare mothers to Implement behavlor changes, along wth thew husbands and 
fanuhes A participatory educational program that has been adapted to the local language and 
culture can go a long way to promote change m health behavlor, but education is labor Intensive 
and long term Tlus unplies several years per cornmun1ty wth sufficient human resources to 
provlde education and follow-up 

One year is too short a time to obtm behavlor change m mothers and famhes, especially m light 
of the iact that PC1 health facilitators spend much of thelr tune weighmg babies, gvmg vaccines, 
registenng data and controlling cards, and updatrng regsters of eligible chldren In larger 
comrnumtles, it takes an entire day just to weigh and chart all the chldren Instead, this activ~ty 
should be taught to the mothers over a penod of tune, wth  the PC1 promoter t r w g  and 
supemslug the activlty 

Recommendations 

1 The ET recommends that PC1 select the hundred-or-so most needy cornrnumes for the 
duration of Title 11, hre additional staff, and assign facihtators to no more than 7-8 cornmumties 
Cntena for selection of commumties should mclude those that receive little or no support from 
the MOH and are geographcally isolated In such commumties, the presence of a traned CHW 
wth a contmuous supply of basic medmnes could make the difference between life and death for 
small chlldren 

2 In connection wth other Cooperatrng Sponsors, the ET recommends that PC1 expand its 
efforts m local-language mformation, education and cornmumcation (IEC) whch could be 
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adapted to local condltlons easlly and used by health facllitators, CHWs, school teachers, and 
other development agents PC1 should also assist the cornmuruty to build a local health center 
u here educational activlties can take place and matenals presented 

3 The ET recommends that inFormatlon gathered on MCH indicators be fed back to the 
commuruty Discussion and analysls of the information by the mothers and leaders wll help them 
understand the health status of all chlldren under five in the commumty and of women age 15-49 
The purpose of ths  activlty is to encourage the commumty to assume responslbllity for its own 

health, and to have acqulred the habit of collectmg ths  information after PC1 leaves 

4 The ET recommends that PC1 mclude other activlties to motivate women to participate 
aside from food, such as handicrafts, bread malung, sewng, small arumal production and farmly 
gardens (PC1 reports famtly gardens have been budt in the mumcipalities of Arque, Tacopaya 
and Bolivar, but the ET did not see them ) The purpose would be to strength the group and, 
perhaps, generate Income In thls way, there m11 be a better chance for sustamng the group of 
women after PC1 leaves 

5 The ET recommends that PC1 lnclude auxiliary nurses in tramng events, especially rf they 
are permanent employees of the area hospltal They can contlnue some project activities, such as 
supemsion of CHWs, commumty education, and nutritional surveillance and counselmg 

6 1 2 FHI Conclusions and Recommendations 

FHI has a strong presence in the comumties, due to the five-year comrmtment to each 
commuruty The interventions and food distribution strategy implemented by FHI are relevant to 
the needs of the population, although, as FHT has mentioned m its reports, both mothers and 
chddren m Potosl may require a larger ratlon due to the extreme level of poverty FHI's 
commumty rnformatlon system is excellent, as is the strategy to Include all commumty members in 
health achvlties Inclusion of the four Tltle I1 program components in each commumty is an 
effective way to lmprove food secunty and has good sustanability potential, if communltles 
acqulre slulls m situation analysis and decision malung, in addition to the recommended health 
behaviors 

The effect~veness of the MCH program may be jeopardized by the reduction in staff earher m 
1999, espeaally smce education is a long term, labor-mtensive actlvlty FHI field supervisors and 
facllitators are worlung long hours under difficult chactic and geographic conditions to fill the 
gap, especially in Potosi Logstic support is not always avalable and some facllitators visit 
communlt~es on foot The ET observed both dedication and exhaustion in some of the field staff, 
that may result In a decrease m quality in the short term and burn out m the medium term 

1 The ET recommends that FHI develop a stronger relationshp with MOH semces and 
Include permanent staff ( a u x h q  nurses) in tramng and supermion activities FHI's 
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participation m CAI meetmgs can help budd capacity in local health personnel to provlde on- 
going support and supermion of CHWs and other comrnumty volunteers 

2 The ET recomrnends that FKI contlnue to strengthen ~ t s  relationshp wth mumcipal 
governments FHI can be a lia~son between the area hospital and the mayor to lobby for increased 
support of sorely needed health resources These can include construction and equipment of 
health posts, allocation of hnds to hire additional medical and nursing staff, incentives for CHWs, 
and logstical support Reports of health activities can be presented to the mayor on a regular 
basis to create awareness of the local health situabon and generate a sense of responsibility to 
respond to expressed needs of commumties and health semces 

3 The ET recommends that FKI mcrease its MCH field personnel and prowde mcentives to 
the hardworlung faclhtators A health fachtator can reasonably serve 7-8 commumties, whch 
should be the cntena for allocation of human resources 

4 The ET recommends that FHI present the educational strategy and matenals it has 
developed to USATD/]B and the other CSs to deterrmne thew apphcabihty to all MCH Title 11 
programs In consultat~on wth other agencies, Fl-FT could find a way to produce the matenals, 
possibly shanng costs and promdlng each agency wth modules and user guides 

6 1 3 ADRA Conclusions and Recommendations 

ADRA has developed strong Imks between some mumc~pal governments and cornmumties and 
between MOH semces and commumties, specifically regarding incentives for CHWs ADRA has 
also developed educational modules whch support behamor change in pnmary health care--early 
chddhood development and home econormcs ADRA's strong emphasis on education is relevant 
to enhancmg food secunty m the short term However strateges for s u s t w g  mothers' groups 
where only recipients of food donations participate need to be developed Better integration in 
each comrnumty of apculture, water, school education, and health would strengthen the MCH 
component 

Recommendations 

1 The ET recomrnends that ADRA consider h g  auxhry  nurses who know the language 
and culture, to prowde education to mothers and basic preventive semces Currently, ADRA 
field personnel demonstrate hlgh techrucal expertise, as the health techaans are either physicians 
or registered nurses, however, ths  level of staffis over qualified for comrnumty work It is 
difficult to find a physician who is d h n g  to "rough it" m dispersed rural cornmumties Physicians 
or regstered nurses could be used to supemse the auxdianes who are better suited to extension 
work 

2 The ET recommends that ADRA develop an MCH transfer plan so that once ADRA 
leaves, these acbwties can be performed by the MOH and/or CHWs ADRA physicians and 
nurses currently provlde some services, and ADRA purchases some medical supplies for the MCH 
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centers A possibrl~ty would be a second phase of trairung and empowerment for leaders, 
volunteers and women's groups during the second thrty-month penod of the DAP, wth spec~fic 
sustamabllity objectives and outcomes 

3 The ET recommends that ADRA reinforce trairung for CHWs and other commumty 
volunteers One example is to hnk the volunteers to the CAI, whch the San Lucas health area is 
p l m n g  to implement, in order to create sustanable mechamsms for on-going supemsion and 
support 

4 The ET recommends that ADRA consider co-financmg a pilot project m one municipality 
(Culpma), where the mayor has offered to provlde a $Bs 50 monthly incentwe to CHWs Ifthe 
Incentive is llnked to level of t r m n g  (to qudif) for the incentive), presentation of reports, and 
compl~ance wth MOH norms and procedures, the incentive program could be successfbl Based 
on the results, ADRA should work to create a sustamable system for C W s  in other 
mumcipahties 

6.2 WATER AND SANITATION CONCLUSIONS AND 
RECOMMENDATIONS 

PC1 and ADRA are engaged on a steep leammg curve of what is requlred to provlde hgh-qual~ty 
systems more budget, more staffcomtment to techntcal details, better supemsion, longer 
presence in the cornrnumty FHI is dehvenng a hlgh quality product and only needs to fine-tune 
some of its design specdications m order to acheve first-class construction in all its W&S 
systems Recornrnendat~ons are presented for each CS 

6 2 1 Water and Sanltat~on Recommendations For PC1 

1 The ET recommends that PC1 conduct a strategc plann~ng exercise focused on what the 
orgarmation can legit~mately accomphsh now and through the life of a potential follow-on DAP 
Havlng established parameters of what the orgamzation would hope to do in overall terms, the 
health staff and W&S staff could begm to prepare more reabstzc, manageable and cost efficzent 
plans how to achleve those goals 

Part of thls exercise wd1 be a substantial reduction in the number of water and samtation systems 
to be budt The ET recommends that the current DAP number of water systems 1s far too 
ambitious and should be reduced by at least 30% 

2 The ET recommends that the PC1 W&S component establish long-term presence in 
communities where systems will be built Thls means either that a cadre of W&S promoters 
should be hred, or that the health promoters' job responsibll~ties should be expanded to mclude 
water promotion (requmng a reduction m the number of communities these people work m) 
Conversely, contracts simlar to those now explring wth "Desarrollo Comunatano," PROSABAR 
and CERES could be executed Further W&S activities should not go forward untd this long- 
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term cornmumty promotion aspect is addressed 

3 As presently being considered in the Cochabamba region, PC1 should assume full techcal 
ocersight for the completion of water systems It is not effective to presume that mumcipalities 
w11 be able to fulfill ths  function, because of lack of resources and because of lack of 
commtment hlgh-quality construction More tecbcal staff w11 have to be hlred for PC1 to 
assume ths responsibility adequately 

4 PC1 Cochabamba should rewtahze a vlable latnne construction program immediately It IS 

not acceptable that indlwdual reluctance to assume thls responsibility be allowed to interfere wth 
the p r o g r a m g  pnnciple of waterhygene synergsm FKI expenence could help in ths  area 

5 The ET recommends that PC1 budget adequate h d s  for each water system so that hgh- 
q d t y  accessones and matenals can be purchased m the captation structure and the tank (and 
throughout the water system), thereby fostemg long-term sustamabihty A target budget figure 
should be that commonly accepted in Bohvla for rural wafer construction- $loo/ capita The 
purpose of the recommendation is to Insure that no mappropnate techcal  decisions are taken 'on 
the cheap ' It wdl also g v e  W&S staffthe opportunrty to complete the water systems wth due 
professionalism In PCI's case, t h s  means that the project should finance posts and chain-mad 
fencmg m the captation and the tank, pay for and dehver an adequate set of tools to the 
commumty, p m t  the tank, mstall adequate latnnes, perhaps even build commu~uty showers, and 
pay for cornrnun~ty operators' participation in a hlgh-qual~ty O&M course (see below ) 

Because of the sigIllficant cost associated wth hlgh-quahty/ hlghly sustainable W&S construction, 
expected countelpart contrzbutrons from the muc~pahty and the commumty should be reduced 
to the mmmum expected in USAID cornmumty development projects throughout the world- 
25% To requre more than that fiom the mumcip~ty/c~mmu~~.ty is to overly prejud~ce the 
'ownership' versus 'program coverage' balance 

6 In the first draft of t h s  report, the ET recommended that fiom FY '00, PC1 and ADRA 
stop usmg food-for-work m rural water system construcbon The rationale was that FFW is an 
"mcentive"-- and an addition expense-- whch Bohvlan expenence clearly shows is not necessary 
(In the Eighties and early Nmeties, CARE budt over 1,200 rural water systems in Bolivla without 
an ounce of food FHI uses no food m its water system construction and CARE wll not use any 
food in water in its newly starting DAP ) FFW support IS not necessary in rural water 

Vigorous debate came fiom the two CSs when the draft was discussed The explanations of the 
mo  CSs using FFW in W&S are (1) that more cornrnumty members can participate in the system 
construction, not having to leave the cornmumty m seasonal mgration, (2) also that more 
prncipation fosters an enhanced sense of ownershp, (3) fulally that the food ration is a lund of 
calonc compensatory mechmsm for the enormous physical work of hefting a hundred 50 lb bags 
of cement, sand and gravel up to four and five lalometers fiom the commumty, and m e  hundred 
meters of chmb also (attested to by the evaluators who made the chmbs to Inspect the captation 
structures-- m u s  bags on ther back ) Sad one contributor, "it is not whether FFW is necessary, 
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but rather whether it is r~sefil, and an approprzate use of resources "I6 

The ET recommends that PC1 not promote a blanket use of food-for-work rations in water 
system construction, but use it only when there is a clear and present need in order to keep the 
commurnty mtact through the heavy manual labor part of the water system construction In that 
regard, the ET recommends that only one month's ratlon be d~stnbuted to any commumty for 
FFW water, and that the explicit purpose be to support only the heawest of manual labor the task 
of canymg cement, sand and gravel to far distant captation and tank s~tes 

7 It goes almost wthout saylng that PC1 water and samtation systems should adhere to 
Bolivian norms established in the "Manual de Diseiio para Sistemas de Abastecimento de Agua 
Potable en Poblaciones Menores a 5000 Habitantes " USAIDB should be approached to finance 
a workshop for all three NGOs to tram (or re-tram) NGO W&S st& in these norms 

8 The ET recommends that PC1 sub-contract PROSABAR to conduct PC1 water system 
operator t r m g  PROSABAR is reported to have a five day course that is likely better than the 
quality of any course work that PC1 would be able to put together m a short penod of time PC1 
should finance the operators' attendance at ths  course 

6 2 2 Water and Samtation Recommendations for FHI 

1 The ET recommends that FHI make the mnor changes hghhghted in the text to bnng its 
systems Into full comphance w th  Bolivian norms estabhshed m the "Manual de Diseiio " Ths 
~ncludes steelpasamuros, PVC Instead ofpolitubo in the mam line, rnstalling samtary seals m the 
captation and tank structures, and elimnatmg corrode-able steel steps These are all mnor 
adjustments 

2 The ET recommends that FHI establish a hgher mmmum threshold of households to be 
eligible for mdivldual household taps As reported to the ET, the current FHI threshold is seven 
Ths IS ndlculously low gven the investment required to build an FHI system The ET 
recommends as a rmnunum a figure used by CARE m the Eighties- and unbeknown to A D M  
also being applied by ADRA- th~rty houses In cornmumties where ths  1s not possible, the ET 
recommends that FHI, apply its expertise to the thorny issues of bu~ldmg effectwe public taps 
systems 

The ET recogruzes that follomg thls recommendation may take FHI outside its area of 
concentration rn selected cantons of Potosi The ET recommends that FHI assume thls posture 

16~he  ET recogruzes the vahdty of these arguments reluctantly The ET's biggest fear is that wth FFW 
rations being used m W&S there may be an tacit assurnphon that the comrnuty needs to be cajoled into domg a water 
?stem-- when eqenence demonstrates that is not the case also that the 'ownershp' of the system by the cornmuty 
will be lessened dthe commmty sees itself as havmg been 'pad laborers' dunng the W&S effort The literature is 
replete wth examples of food-for-work acttvlhes m f f i c a  where the comrnmty refused to undertake any further 
commun~ty debelopment actwlbes when the food-for-work resource stopped Debihtatmg Bohvia's long trad~tion of self 
help and commmty work (mlnga) would be a ternble program legacy Indeed 

0 Bolivla Title-11 MifTerm Evaluation Page 70 



given that so many more people wll benefit from FH's program in thls fashon 

3 The ET recommends that FHI consider reducing the number of water engmeenng staff on 
~ t s  payroll and dedicate some of those resources to beefing up the health component (Perhaps 
one of such stamember could be seconded to one of the other colleague NGOs that are 
struggling in W&S ) 

4 The ET recommends that FHI continue to devote managed and field staff attention to 
1 1 1  commumty latnne use 

5 The ET recommends that FHI sub-contract PROSABAR to conduct FHI water system 
operator tramng The PROSABAR five-day course is hkely better than the quahty of any course 
work that F'HI would be able to put together FHI should finance the operators' attendance at ths 
course 

6 2 3 Water and Samtation Recommendations For ADRA 

1 The ET recommends that ADRA conduct a strategc plamng exerclse focused on what 
the organzation can legitimately hope to accomphsh m W&S now and through the life of a 
potential follow-on DAP Gwen ADRA's heavy rnvolvement in hundreds of food-for-work roads 
that requrre a hgh level of techcal supervision, and ADRA's lack of engmeers trained in W&S, 
there is at least a possibhty that ADRA may decide that the leamng curve in W&S is beyond its 
orgamzational capacity Ths would be a lamentable, but understandable decision If ADRA 
decides to continue m water and sarutation, it must do so under the premse that hlgh-qual~ty 
systems wdl be built Assumg that the decision is taken to continue in water, the followng 
recommendations apply 

2 The ET recommends that ADRA strengthen its long-term presence in cornmumties where 
systems wdl be built There was some mention of ths  healtWwater synergism dunng vlsits to 
ADRA sites, but the quality of the Interface was dficult to judge Ths suggests that either a 
cadre of W&S promoters should be b e d ,  or that the health promoters' job should more clearly 
include water promotion than at the present (requmng a reduction in the number of communities 
these peopIe work in) A t h d  alternative would be that contracts be executed wth "Desarrollo 
Comumtano," or PROSABAR to promde ths  semce 

3 ADRA should assume full techcal  oversight for the completion of water systems It IS 

not effective to assume that mumcipabties wll be able to hlfill ths  hnction, because of lack of 
resources and because of lack of comrmtment hgh quahty construction More techcal staff MU 
have to be lured for ADRA to be able to assume thrs responsibhty adequately 

4 ADRA Camargo should re-mwgorate its latnne construction program rmmedlately and 
more meamgfbl annual targets should be proposed Senous study of the successes and falures 
of CARE latmes m the Camargo/Culpina area would go a long way toward th~s end 
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5 The ET recommends that ADRA budget adequate fimds for W&S so that hlgh-quality 
accessones and matenals can be purchased in the captat~on structure and the tank (and 
throughout the water system), thereby fostemg long-term sustamabllity A target budget figure 
should be that commonly accepted in Bollma for rural water construction- $1 001 cap~ta The 
purpose of the recommendat~on is to insure that no mappropnate techcal decis~ons are taken 'on 
the cheap ' It wll also glve W&S staff the opportuuty to complete the water systems wth due 
professionalism and propnety In ADRA's case, ths  means at least the followng (1) The project 
should assume the financial responslblllty to deltver a completed water system-- including 
household connection to each comrnumty member " (2) The project should pay for adequate 
posts and cham-mad fenclng (3) It should pay for an adequate set of tools to be gven to the 
cornmumty (4) The project should pant the tank (5) It should promote improved technology 
lames, perhaps even pour-flush ones in the FHI model (6) It should pay for cornrnunlty 
operators' participation m a hlgh-quahty O&M course (see below ) 

Because of the s~pficant cost associated wth hghquahty/ hghly sustarnable W&S construction, 
expected counte~part contributzons from the mumclpahty and the cornrnmty should be reduced 
to the m m u m  expected in USAID commuruty development projects throughout the world- 
25% To require more than that fiom the mumc~p&ty/commumty is to overly prejudice the 
'ownershp' versus 'program coverage' balance 

6 In the first draft of ths  report, the ET recommended that fiom FY '00, ADRA and PC1 
stop using food-for-work m rural water system construction The rationale was that FFW is an 
"mcentive"-- and an addition expense-- whch Bollwan expenence clearly shows is not necessary 
(In the Eighties and early Nineties, CARE budt over 1,200 rural water systems in Boliwa wthout 
an ounce of food FHI uses no food In its water system construction and CARE d l  not use any 
food m water m its newly starting DAP ) FFW support is not necessary in rural water 

Vigorous debate came fi-om the two CSs when the draft was discussed The explanations of the 
two CSs using FFW in W&S are that (1) more commumty members can participate in the system 
construction, not hamg to leave the commumty m seasonal mgration, (2) also that more 
participabon fosters an enhanced sense of ownershp, (3) finally, that food is a lund of calonc 
compensatory mechamsm for the enormous phys~cal work of hefting a hundred 50 lb bags of 
cement, sand and gravel up to four and five kdometers fiom the commumty, and rune hundred 
meters of climb also (attested to by the evaluators who had to make the c h b s  to rnspect the 
captation structures-- rmnus bags on then back ) Sad one contributor, "it is not whether FFW is 
necessary, but rather whether it is usejkl, and an appropnate use of resources "18 

" Smor  ADRA management makes the vahd argument that the evaluator's focus clearly favors farmly 
connecuons over pubhc taps The arguments are complex, and knowledgeable experts come down on both sides of the 
debate The evaluator submts that expenence wth pubhc taps m Bolivla has proven all-but uversally &sastrous m 
terms of sustamab&ty and that development hterature is unarmnous that household connecbons bnng more publlc 
health unpact than almost any other development mtervenbon See also the Honduras data referenced on page 16 For 
reasons of unproved health Impact and for unproved sustmabhty the evaluator contmues to lnsist that where resources 
are avalable to finance household comect~ons, pnvate connectlous are the better development ahernatwe by far 

 he ET recomes  the valldty of these arguments reluctantly The ET's biggest fear 1s that wth FFW 
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The ET recommends that ADRA not promote a blanket use of food-for-work rations in water 
system construction or latnnes, but use it only when there is a clear and present need in order to 
keep the cornmumty intact through the heavy manual labor part of the water system construction 
In that regard, the ET recommends that only one month's ration be distnbuted to any cornmuruty 

for FFW water, and that the expllcit purpose be to support only the heaviest of manual labor the 
task of carrying cement, sand and gravel to far dlstant captation and tank sites 

7 It goes almost without saying that ADRA water and smtation systems should adhere to 
Bolivian norms established in the "Manual de Disefio para Sistemas de Abastecimento de Agua 
Potable en Poblaciones Menores a 5000 Habitantes " Particular attention should be pad to steel 
pasamuros, slnce ADRA engmeers m Camargo and Culpina exhbited some resistance to thls 
idea lg USAIDB should be approached to finance a workshop for all three N W s  to train (or re- 
tram) NGO W&S stafFm these norms 

8 The ET recommends that ADRA sub-contract PROSABAR to conduct its water operator 
tramng ADRA financed a two-day PROSABAR workshop for one or two comrnunlties last 
year, but that entity has a five-day course that is likely the best quality workshop of its lund in the 
country ADRA should finance operators' attendance at ths  course for all its W&S cornmumties 

6 3 AGRICULTURAL CONCLUSIONS AND RECOMMENDATIONS 

6 3 1 PC1 Conclusions and Recommendations in Agriculture 

As noted in Section 3 3 5 1, the greatest weakness in the PC1 progrm is its marketing element It 
was ewdent fiom the discussions m each commumty where the queshon of marketing was rased 
that the comrnunlty was already selllng 40% of its production, the largest single category, as 
consumption was reported at 30% and seeds also at 30% Ths argues strongly for a marketrng 
program because it says that food insecunty is a poverty quesbon (If availabihty were the Issue, 
a quick solution would be to consume more and sell less ) A second conclus~on was what 
commu~ties need most in a marketing program were access to markets (roads) and information 

The logcal question to ask is what does a person tramed m product~on agronomy have to offer in 
terms of marketing experhe to a cornmumty whose members have been selllng agncultural 

ratlons bemg used m W&S, there may be an tacit assumption that the commmty needs to be cajoled mto domg a Hater 
system - when eyenence demonstrates that IS not the case, also that the 'ownershp' of the system by the cornmu6 
w11 be lessened dthe commumty sees itself as h a w g  been 'pad laborers' dunng the W&S effort The literature is 
replete wth examples of food-for work activities m f f i c a  where the commuty refused to undertake any further 
community deveIopment actwhes when the food resource stopped Debditatmg Bohwa's long tradhon of self help and 
cornmumty work (mmga) would be a ternble program legacy Indeed 

l9 "Es necesano que todas la tubenas en contacto con el m d o  amblente y ernbeb~das en homgon, sean de 
fierro galwmado y se encuentren en carnaras de mampostena con su propno drenaje " Manual de Diseiio p 72 
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produce all of their lives? The short answer is " M e  * Agricultural production and ag~lcultural 
marketing are distinct, speciahzed fields of knowledge, and must be recopzed as such PC1 
should not rely on techcians wth production expenence to lead its marketmg effort 

PCI's approach seems to emphasize orgarmations as the solution to marketmg Never once, 
however, m the ET's conversations wth commuruty partlapants dld the part~cipants mention 
'orgamzatron' as important 

At one pomt in the evaluat~on, there was some mterest in discussrng costhenefit cntena for road 
construction However, field observation rndicates that road selection is an Integral part of the 
'package' that leads to unproved lncome fkorn apculture and would be dficult to 'tease out' on 
~ t s  own For thls reason, it does not seem to the ET that roads can be analyzed for thelr 
codbenefit in isolat~on fiom other agncultural produchon activltres Rather, roads form an 
integral part of the entue parhapatron program m each comuruty For reasons that made 
selection of the most food mecure commumhes the target of the Title 11 program, costhenefit 
analysis does not seem warranted at a level deeper than that of a test for "reasonablenessn 

Recommendations 

1 The ET recommends that PC1 hue permanent staffwth formal trarrung and expmence in 
marketing to revlew needs denved from tallung to the cornmumties Ths rndividual should then 
work mth the productron techrucians to design a more comprehensive approach A major portion 
of an effective marketmg element is already present m the form of access roads The mssmg 
factor is the information piece 

The ET recommends that PC1 provide thls techcal assistance m market~ng in each of its regonal 
office An unportant factor m major mcreases m agncultural productivity IS the presence of 
personnel tramed in marketmg, a successll marketing program cannot be acheved by other 
means 

The ET recommends that PC1 staEshouId avoid becormng marketmg agents, or estabhshng a 
parallel marketmg system to that whch already emsts m the commuruty Rather, they should act 
as fachtors, better mtegratrng the cornmumty rnto the marketmg system 

2 Most participants menhoned that they get thelr mformabon fiom one of several radio 
stahons, or fiom commmty members sent for that purpose The ET recommends that PC1 
strengthen a market dormahon system, be-g wth wsits the radio stabom to ver@ the 
rehabhty of the market urformation collected, e g , fiom whom, how often, etc Further questions 
should Iook at differences between what is berng prowded and what is needed by the 
cornmumhes An attractive package could be put together that could benefit the producers as 
well as the stations smce they could sell advertismg m e  based upon the knowledge that a 
particular target audience would be hstemg Once the system was operational, it couId become a 
no-cost optron that would be sustarnable over trme 
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3 The ET recommends that PC1 unprove its efficiency and impact IS m its road construmon 
Standard procedure IS to construct the road platform first, and return later to deal with drainage 
and other eroslon control techques It IS clear from the vlsits to the roads that t h s  is not 
worlung as planned Once the roadbed was estabhshed, the rest of the actimty seemed to be 
elther forgotten, or Implemented in a less than satisfactory manner For example, when ditches 
were estabhshed or cleaned, the matenal was often piled along side the dltch III such a way as to 
prevent water fiom r u m g  off the road and Into the ditch Thls gave the impression that the idea 
of a dramage ditch was to channel water parallel to the road rather than remove water from the 
road in the shortest distance possible 

Food-for-Work road construcbon should imtate the process used to budd or maintain the mam 
roads, i e , &st construct obras urchrtecton~m (drams, culverts, etc ), and then go back to deal 
wlth the road platform A fd-back posltlon would be to proceed m parallel mth these two 
components of road buddmg m excephonal cmumstances, but roadbed mprovements should 
never be done m advance of dramage and other erosion control measures 

The ET recommends that PC1 make a concerted effort to reduce sod erosion Dunng the tnp, 
there was much talk about reforestation along roads to control erosion, but no evidence of thrs 
was seen Also absent was any discussion of the use of bushes to control eroslon Bushes grow 
faster than trees and have excellent root systems for s t abhng  sods on steep slopes such as are 
found on readouts 

There 1s also an mprovement necessary m the construction of mgatron ditches Almost all 
mgation canals have an up slope side and a downslope side Yet, every canal vlsited had the 
same height on each s~de  Slnce it is logcal to assume that the water fiom the up slope side of the 
canal d l  eventually need to get down the slope, a suggest~on to deal wrth thrs would be to make 
the upside wall of the canal hgher Ths would allow the area between the cement wall and the 
up-slope bank to serve as a means for keepmg water, silt, sand, and stones out of the irrigation 
canal At each point where a natural dramage system is encountered, a natural gully for mstance, 
a smple "overpass" could be constructed to perrmt the runoff to proceed over the mgation 
channel and on ~ t s  normal course do* Thrs adjustment would not seem any more costly than 
the diversion channels currentIy contemplated The ET strongly recommends that PC1 explore 
ths  poss~bd~ty 

4 The ET recommends that PC1 begm a process of defimg wth the commumty what 
changes are necessary before PC1 should leave that commumty and design a plan whrch Includes 
stages to reach ths  deslred end The stages should be output-onented, and not necessary dnven 
by the calendar By usmg ths  method, both PC1 and the cornmumty d know exactly when it IS 
tme for PC1 to leave from the outset It also emphastzes the fact that PCI's time is lirmted, and 
the comrnuruty must take responslbhty for anythg PC1 has worked wth the commumty to 
achleve The FHI experience provldes a usell  model m ths  area 

5 The ET recommends that PC1 should review the adequacy of its technical staEm 
reference to program sue PC1 assumed a tremendous adhtional workload when it took over 
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several of the CARITAS areas The expansion was rapid and dramatic It is now time for some 
Internal self-analys~s to ascertam whether or not the human resources are adequate Ths is true in 

every component and aIso in agilculture, where PC1 1s about to enter more deeply m a marketmg 
element, and m access roads, a major component of marketmg, where PC1 has many on-gomg and 
planned actwbes 

6 3 2 FHI Conclusions and Recommendations m Agtlculture 

The greatest weakness in the FHT program is its marketmg element It was evldent fiom the 
d~scussions m each commumty where the question of marketmg was rased that the commumty 
was already s e h g  40% of its production Ths was the largest slngle category, as consumption 
was reported at 30% and seeds also at 30% Ths argues very strongly for a marketmg program 
because it says that food lnsecunty is a poverty question (Ifavdabdity were the issue, then a 
quick solubon would be to consume more and sell less ) A second cunclusron was that 
commmtles needed most m a marketrng program were access to markets (roads) and 
mformabon. 

F ' s  approach seems to emphasize orgamhons as the solution to marketmg But never once in 
conversatms wth commuruty participants cfid they menbon h s  as bemg important Also, &om 
discussions and readmg the matenals m the DAP and PAAs, a strong impression is gwen that FI-FI 
may be a bit too far mvolved m assurmng the role of a marketmg agent mstead of bemg a 
marketmg fadtator FHI should be constantly wgdant regardmg I& proper role as fachtator 

At one pomt m the evaluation, there was some rnterest m d~scussmg costhenefit cntena for road 
construction However, field observation mdcates to the road selecbon is an rntegral part of the 
'padage' that leads to improved income fiom agncdture and would be difficult to 'tease out' on 
~ t s  own For ths reason, it does not seem to the ET that roads can be analyzed for thetr 
costhenefit m isolabon fiom other agricultural produrnon actiwties Rather, roads form an 
mtegral part of the entire participation program m each comumty For reasons that made 
selmon of the most food insecure cornmuubes the target of the Title II program, codbenefit 
analysis does not seem warranted at a level deeper than that of a test for "reasonablenessn 

1 The ET recommends that FHE lure permanent s t a w t h  formal tramng and experience m 
marketmg to rewew the mput on needs denved ftom tallung to the commwtles Ths mdiwdual 
could then work wth the F'HI economst, ag econormst and produrnon techclans to des~gn a 
more comprehensive approach A major porhon of an effectwe marketing element is already 
present m the form of access roads The mssmg factor IS the information piece 

The ET recommends that FHI prowde ths techcal assistance m marketing m each of lts regonal 
office An ~rnportant factor m major rncreases m agr~cultural productmy is the presence of 
personnel tmned m marketmg, a successful marketmg program cannot be acheved by other 
means 
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The ET recommends that FHI st& should avoid becormng marketing agents, or establisbg a 
parallel marketmg system to that whlch already exlsts in the commumty Rather, they should act 
as fachtators, better mtegratmg the commuruty into the marketing system 

2 Most participants mtermewed mentioned that they got their lnformation from one of 
several radio stations, and from comrnunlty members sent for that purpose The ET recommends 
that FHI strengthen a market mformatlon system, begmmng wth vlslts the radio stabons to velfy 
the rehability of the market lnformation collected, e g , fiom whom, how often, etc Then they 
should look at any differences between what is being prowded and what is needed by the 
cornurnties An attractwe package could be put together whlch could benefit the producers, as 
well as the stations since they could sell advertismg tune based upon the knowledge that a 
partxular target auhence would be hstemg Once the system was operational, it could become a 
no-cost option that would be sustamble over tune 

3 Regardmg management of the rotatlng agricultural funds, the ET recommends that FHI 
should revlew its timetable associated wth each phase of its program for managmg the fbnd m 
hght of the behef expressed m several cornmumties that they are fully to manage the fbnd fiom 
ths date 

4 In FFW road construction, untll now, FHI's activlty has been only through anclilary 
hndmg, Title ID or other donor resources, for reasons that appear to be more an admstrative 
overs~ght than anythg else, FHI &d not mcluded a description of Title II FFW roads m its 
ongnal DAP The ET recommends that FHI, hke the other CSs, begm mcludmg FFW road 
construction as part of its program actiwtres m the FY 2000 DAP 

5 The ET recommends that FHI mprove its efficiency and Impact IS m fis road construction 
Standard procedure is to construct the road platform first, and then return later to deal wth 

dramage and other erosion control techmques It is clear fiom the wsits to the roads that tfus is 
not workmg as planned Once the roadbed was estabhshed, the rest of the activity seemed to be 
either forgotten, or mplemented m a less than satisfactory manner For example, when ditches 
were estabhshed or cleaned, the matenal was often plled along side the ditch m such a way as to 
prevent water fiom r u m g  off the road and into the ditch It gave the impresslon that the idea of 
a dramage dtch was to channel water parallel to the road rather than remove water fiom the road 
m the shortest distance possible 

FFW road construction should imtate the process used to budd or mamtam the man roads, I e , 
&st construct the obras archztectonzcas (culverts, drams, etc ) and then go back to deal wth the 
road platform A fall-back position would be to proceed m parallel wth these two components of 
road burlhg m exceptional cucurnstances, but never do roadbed mprovements m advance of 
dramage and other erosion control measures 

The ET recommends that FHI make a concerted effort to reduce sod eroslon. During the tnp, 
there was much talk about reforestation along roads to control erosion, but no ewdence of thls 
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was seen Also absent was any discussion of the use of bushes to control erosion Bushes grow 
faster than trees and have excellent root systems for stabilivng soils on steep slopes such as are 
found on readouts 

There is also an improvement necessary m the construction of lrngation ditches Almost al l  
lmgation canals have an up slope side and a downslope side Yet, every canal wsited had the 
same helght on each side Slnce ~t 1s l o g d  to assume that the water fiom the up slope side of the 
canal d l  eventually need to get down the slope, a suggestion to deal wth ths would be to make 
the upside wall of the canal hgher This would allow the area between that cement wall and the 
up-slope bank to serve as a means for keeping water, sllt, sand, and stones, out of the imgation 
canal At each pomt where a natural dramage system is encountered, a natural gully for instance, 
a sunple "overpass" could be constructed to pemt  the runoff to proceed over the lmgation 
channel and on its normal course dad Ths adjustment would not seem any more costly than 
the diversion channels currently contemplated The ET strongly recommends that FHI explore 
ths possibrllty 

6 The ET recommends that FHI should look for opportumtles for multi-institutional 
collaboration FHI should set a goal of havmg at least one activlty m La Paz and one m Potosi 
before the end of the DAP whlch would reqwre multi-agency/donor participation beyond GOB 
institutions such as FDC and the PL 480 Executive Secretanat 

6 3 3 ADRA Concfusions and Recommendations m Apculture 

The greatest weakness in the ADRA program is its marketmg element It was ewdent from the 
Qscussions m each commwty where the quest~on of marketmg was rased that the cornmumty 
was already sekng 40% of its production Ths was the largest smgle category, as consumption 
was reported at 30% and seeds also at 30% Thls argues very strongly for a marketmg program 
because it says that food lnsecunty is a poverty question (If availabhty were the issue, then a 
quick solution would be to consume more and sell less ) A second conclusion was that 
commumbes needed most m a marketmg program were access to markets (roads) and 
~nformation 

The l o g d  question to ask is what does a person trmed m production agronomy have to offer m 
terms of marketmg expertise to a commwty whose members have been selhg agncultural 
produce all of ther hves? The short answer is " M e  " Apcultural production and agncultural 
marketlng are d~stmcct, speaahzed fields of knowledge, and must be r e c o p e d  as such ADRA 
should not rely on techcians mth production expenence to lead ~ t s  marketmg effort 

ADRA's approach seems to emphasize orgamatlons as the solution to marketmg But never 
once in our conversations wth commumty participants did they mention ths as bemg important 

At one pomt m the evaluation, there was some interest m discussmg costhenefit cntena for road 
construcbon However, field observation mdicates to the road selection is an mtegral part of the 
'package' that leads to unproved income fiom agnculture and would be dficult to 'tease out' on 
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its own For ths reason, it does not seem to the ET that roads can be analyzed for thelr 
costhenefit m isolation from other agncultural production activities Rather, roads form an 
integral part of the entire participation program in each cornrnumty For reasons that made 
selection of the most food insecure cornmumties the target of the Title I1 program, codbenefit 
analysis does not seem warranted at a level deeper than that of a test for ureasonableness" 

Recommendations 

1 The ET recommends that ADRA hre permanent staff with local formal tramng and 
experience m marketing to revlew the mput on needs denved fi-om t&ng to the cornmumties 
This lndivldual would then work w~th  the ADRA production techclans to design a more 
comprehensive approach A major portion of an effectwe marketmg element is already present in 
the form of access roads The mssmg factor is the mformation piece 

The ET recommends that ADRA prowde ths techcal assistance m marketmg in each of its 
regional office An important factor in major mcreases in agncultural producbvlty is the presence 
of personnel t rued  in marketmg, a successfiil marketmg program cannot be achleved by other 
means 

The ET recommends that ADRA staff should avoid becomng marketmg agents, or estabhshlng a 
parallel marketmg system to that whch already exlsts m the comrnmty Rather, they should act 
as fachtators, better rntegratrng the commumty mto the marketmg system 

2 Most pmcipants mtermewed mentioned that they got their dormation fiom one of 
several racbo stations, and from cornmumty members sent for that purpose The ET recommends 
that ADRA strengthen a market lnformation system, be-g wth ws~ts the radto stations to 
venf) the rehabhty of the market lnformation collected, e g , fiom whom, how often, etc Then 
they should look at any differences between what is bemg provlded and what is needed by the 
cornmumtw An attractive package could be put together wfuch could benefit the producers, as 
well as the stations smce they could sell advertismg tune based upon the knowledge that a 
particular target audience would be hstemg Once the system was operational, it should be a no- 
cost option that would be sustmable over tune 

3 Overall, the apcultural rotatmg b d  promoted by ADRA has had a sigtllficant unpact on 
improwg agncultural productivity, especially to the extent that it has allowed access to unproved 
potato seed -- a pmary crop m each commumty wsited However, the ET recommends that 
ADRA adopt a clearer and more defined process for managmg, and for ultunately t u m g  over 
management responsibility of the Rotatmg Fund to the commumty The five-stage approach used 
by FHI codd serve as a basis, and be adapted to the particular needs of each comrnmty 

4 The ET recommends that ADRA unprove its efficiency and unpact is m its road 
construct~on Standard procedure is to construct the road platform first, and return later to deal 
wth dramage and other erosion control techques It is clear fiom the wits to the roads that ths 
is not workmg as planned Once the roadbed was estabhshed, the rest of the activrty seemed to be 
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either forgotten, or Implemented in a less than satisfactory manner For example, when dltches 
were estabhshed or cleaned, the matenal was often piled along side the ditch in such a way as to 
prevent water fiom rumng off the road and into the ditch Ths gave the impression that the Idea 
of a dramage dltch was to channel water parallel to the road rather than remove water fiom the 
road in the shortest distance possible 

FTW road construction should mutate the process used to budd or mantain the m a n  roads, 1 e , 
first construct obras archrtecto~ncm (culverts, drams, etc ), and then go back to deal wth the 
road platform A fall-back position would be to proceed in parallel with these two components of 
road buildmg m exceptional circumstances, but never do roadbed improvements in advance of 
dramage and other eroslon control measures 

The ET recommends that ADRA make a concerted effort to reduce sod erosion Dunng the tnp, 
there was much talk about reforestation along roads to control erosion, but no emdence of ths  

was seen Also absent was any &scuss~on of the use of bushes to control erosion Bushes grow 
faster than trees and have excellent root systems for s t abhng  sods on steep slopes such as are 
found on readouts 

There is also an unprovement necessary m the construction of mgahon dtches Almost all 
lmgation canals have an up dope side and a downslope side Yet, every canal vlsited had the 
same height on each side Srnce ~t is l o g d  to assume that the water from the up slope side of the 
canal wrll eventually need to get down the slope, a suggestion to deal wth th~s  would be to make 
the upside wall of the canal hgher Ths would allow the area between that cement wall and the 
up-slope bank to serve as a means for keepmg water, silt, sand, and stones, out of the lrngatton 
canal At each pomt where a natural dramage system is encountered, a natural gully for mstance, 
a simple "overpass" could be constructed to permtt the runoff to proceed o w -  the irrigation 
channel and on its normal course d o w d d  Thls adjustment would not seem any more costly than 
the diversion channels currently contemplated The ET strongly recommends that ADRA explore 
ths  poss~bihty 

5 The ET recommends that ADRA lrnprove its effectiveness by d e h g ,  wth the 
cornmumty, what changes are necessary before ADRA should leave that commmty and then 
develop an mplementatlon plan whch lncludes stages to reach th s  desired end The stages 
should be output onented, and not necessary dnven by the calendar By usmg t h  method both 
ADRA and the communrty wdl know exactly when lt is tune for ADRA to leave from the outset 
It also emphasizes the fact that ADRA's tune is h t e d ,  and the cornmumty must take 
responsibhty for anythmg ADRA has worked wth  the commumty to achleve The FHI model 
could serve m ths  regard 

6 The ET recommends that ADRA should also consider outsourcmg wherever possible to 
make m m u  use of its permanent staff Short-term or penodic needs, such as design of 
&astructure, or feaslbhty stud~es often lend themselves well to ths  type of management 

7 F&y, the ET recommends that ADRA should work out m much clearer detad wth the 
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participants the responsibilities for operation or mamtenance of infrastructure projects 
Expenence has shown that when the orgaruzatlonal detsuls have been resolved, the infrastructure 
has a much longer effective hfe 

6 4 FOOD-FOR-EDUCATION CONCLUSlONS AND 
RECOMMENDATIONS 

These recommendations are apphcable to each NGO 

1 Process Recommendations 

The ET recommends that plannmg should take place between the NGO and the Distnct educat~on 
and mumepal authonbes m the closmg months of the CY 1999 school year so that the FFE can 
start up m the first month of CY '00 

The ET also recommends that current FFE field staEresponsibihties be studled to see whether the 
number of supemsory vlsits per year could be reduced, at least m well-rumng small school At 
the same tune, these staff should be given trauvng m how to conduct non-intrusive eye tests on all 
school chddren Ear exarmnations does not seem so feas~ble and should be dropped as a program 
target D e - w o m g  targets should confmue 

The ET recommends that each NGO should begm unplementmg FFE m all schools m its work 
area Tbs recommendation m made because chddren m the smallest and most isolated schools are 
the last ones who wdl benefit from the Educational Reform project, they are hkely the most 
hungnest and neediest of a hungry and needy target po"p1ation 

Each NGO should include m its budget sufEaent hnds m FY '00 to co-finance wth the 
counterpart mumcipahty, gas stoves for every school that currently does not have one 

The ET recommends that the NGOs should meet wth US AID staff to resolve statistical 
mconsistencles m MOE record keeplng and c l m  the 'real' number of school chddren 
beneficlanes 

The ET recommends that NGOs should meet together at an early date and standardize the amount 
of counterpart contribution to be requested fiom mumc~pahties m CY '00, probably Bs 2 00 or 
3 00 per student 

2 Rabon Composibon and T m g  

To have more 'unpact', the ET recommends that the ratlon should be expanded to mclude lentds 
two days a week for all three NGOs With the fall m the cost of U S cornmodlties, ~t is not 
thought that tmplementmg ths  recommendahon would exceed the Congressional C e h g  Also, 
cocoa should be dropped from the current ratlon for ~ t s  lack of nutntlonal content 
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The ET recommends that in order to use the lentils appropriately, the timng of the feeding 
session should be made more flexible, and allow a later distribution, as is already talung place 
successfblly m some ADRA schools 

3 1 Complementary Programrmng 

The ET recommends that each NGO should plan and carry out complementary cornrnumty 
development activlties at the school m conjunction wth development activlties t a h g  place in the 
vlllage Ths could involve buildmg a school latrine Iflatnnes are bemg promoted m the village, 
buddlng a school water tap f a  water system is bemg mplemented, establishmg a school 
greenhouse tf greenhouses are bemg promoted, domg a food-for-work pawng of the school 
corhpound §heavy dust is contammatmg the chddren's snack if FFW actiwties are underway 

4 Impact Recommendations 

Thq ET recommends that each NGOs should begm a senous study by engagmg the parents' 
oversight comt tee  and school officials of what is happemg to gn-1s' enrollment m selected 
program schools, and develop site specfic strateges to mcrease female enrollment 

The ET recommends that each NGO should undertake a pllot study of the economc and 
nutntlonal benefit of the ration in a small number of schools and on a small number of chldren 
Current NGO staff should undertake these studies wth an eye toward prepanng a case-study for 
pubhcatlon m local public health journals 

On a pilot bass m selected mumcapallties where the mayor is interested, the ET recommends that 
each NGO should begm a program directed to ltnpromg the eflectlveness of the school to dellver 
unproved educat~on In one area, t h~s  mght involve hrrrng a certdied teacher to serve as advlsor 
to current MOE staffm new pedagogml techmques In another area, it mght mean liaislng wth 
the on-gorng World Bank-financed educational reform project In a thud area, it mght mean 
project hnds be used to pay for 'curriculum refresher t r m g  days' at the local school on a 
Saturday, or a zonal retreat co-hosted by the Distnct Education officer In another area, it rmght 
involve workmg more wgorously wth  parents' comttees ,  conductmg a retreat to find out what 
obstacles are keepmg some p l s  away from school The goal of these actlwties would be to 
begm thurk-mg about broader issues of Improved education to be mcluded m more s~g~~ficant  
scope m a prospective FY 2003-2007 DAP 

Finally, m preparation for the 2003-2007 DAP, each N W  should begn thdung about and 
evaluatmg wbch schools are truly the most needy Though the following comment is based on 
anecdotal rmpresslons only, it did appear to the ET that some school chldren are benefitmg 
sigmficantly from the FFE ration, but that others, those m large, usually pen-urban schools, are 
not as needy as ther rural counterparts If cutbacks m Title I1 Food For Education were 
mandated m FY 2003, CSs should have thought about the mphcations of such a cut beforehand 
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7.0 CONCLUDING COMMENTS 

The Bohvla Title I1 program is in the process of achewng many of its goals The momtonng and 
evaluation system mtroduced at USATD's behest, though onerous, is demonstrating that the 
NGOs are accomplishmg the goals set forth in thelr DAPs 

From field tnp observations, it IS clear that the disciplme of concentratmg resources in the areas of 
greatest poverty in Bohvla has brought with it a sigdcant qualitative jump in prograrnrmng 
unpact Indeed, as noted in one section of the document, the ET recommends that the process of 
geographcal concentration contmue, and that more concentration take place m the remamng two 
years of the current DAP cycle m some program sectors 

it is also clear that the synergsm ongnally conceived m the DAPs between health, water, 
apculture and education is an unportant and vahd concept, and that, mdeed, m terms of unpact 
on the hves of the poorest Boliwans, the 'whole wrll be greater than the sum of the parts ' 

One of the lndlrect outcomes of th~s  md-term evaluation has been an opportumty of shmng 
among NGOs rarely rfever aclueved m B o h a  The chance for profess~onals of s d a r  disc~plme 
to travel together for ten days or more, to talk to one another on the long jeep ndes, to see one 
mothers' programs, and to see one's own program from another perspective, have proven a 
breath of fiesh a .  to what has been a somewhat competitive and secretive relationship, one NGO 
to the other At one pomt, ~t took some msistence on the part of USAlD to get the NGOs to go 
along wth ths heavy mvestment of program stafftune No one who partmpated m the travel 
thmks that ths  gentle 'arm-Wstmg' was not justfied by the results 

It 1s unportmt that such s h m g  not be a 'one-off event In that regard, the ET warmly endorses 
the MCH program retreat that is to be held at the mt~ative of USAIDIB on July 5, 1999 It also 
bears repeatmg the recornmendabon that the NGOs form a techcal support comrmttee in MCH 
to contmue the dialogue that has started so well 

A second ET recommendation relates to USATD/B's financmg a sermnadretreat to retram NGO 
W&S staEm Bolivlan norms for rural water construction Part of such events should be travel to 
the field to see what 1s actually happemg on the ground, as the ET dnd dunng thls evaluation 

In agriculture, a s d a r  event could be held regardmg road construmon that all three NGOs are 
carrying out m some scale Perhaps the theme of such a conference would be to re-vlsit the 
subject of enwonmental mtigation, as a follow-up to the course held m Cochabamba last summer 
on Enwonmental Impact Assessments 

Fmally, it bears mention that the ET was unpressed wth  the msight of the USAID semor 
leaderslup- wth its awareness of the errors of mcro-management of the past and ~ t s  ability to 
focus on key management topics whde not mterfemg wth the day-to-day management of the 
Tde If CSs Ths relaQonshp of healthy gwe-and-take betweenparh.lers- the donor partner and 
the lmplementmg partner- has not been widely seen m Latin Amenca and is clearly a step 
forward m the dn-ectlon of drawmg on the competitrve advantage of each party 
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